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This marks my 16th non-fiction book. When I got started, I thought I would write one non-fiction book, ever. Oh, how time makes fools of us all. 

Solo


●  How to Build Your Creative Career

●  How to Become a Successful Writer

●  Advanced Growth Tactics for Authors

●  How to Thrive as a Writer in a Capitalist Dystopia

●  Write Irresistible Books that Readers Devour



Co-written


●  $8333: 12 concepts for a six-figure year

●  The Author Ecosystems

●  Direct Sales Mastery for Authors volume 1

●  Direct Sales Mastery for Authors volume 2

●  Get Your Book Selling on Kickstarter

●  Get Your Book Selling on Facebook

●  Get Your Book Selling in Print

●  Get Your Book Selling with Cross Promotion

●  Get Your Book Selling at Events and Book Signings

●  How to Build a World Class Substack



This is my 73rd book overall. In total, I’ve been part of 100+ books in my life. So, I have pretty good standing to say publishing is broken in fundamental ways. 

Not to put a dour gloom before we even get started, but you know what book you picked up. You didn’t pick up 

“The Publishing Company is Sunshine and Rainbows.”  

I also don’t think that’s some insightful revelation, either. By all accounts, the publishing industry is broken and has been broken since Gutenberg slid his first Bible off the press.  

I contend, though, like a kintsugi bowl mended with gold, there is beauty there as well. My goal in this book is to help you smash every piece of the publishing industry to bits, pull out the parts that work for you, and then rebuild something that won’t make you miserable. 

This is not an easy task, because writers are prone to misery. I believe, though, that the reason stems from the fact that the publishing industry does a very good job masking its biggest flaws until you are inside it. Then, gaslighting you to believe the things you see aren’t flaws but functions. 

It also tends to bring people into its fold young because they truly know how the world works, or that you aren’t supposed to work 100 hours a week for $30k a year and thank the publisher for the privilege. You aren’t supposed to work for a year on a book, get paid a pittance, then have your book discarded without any publicity. 

That’s not how it’s supposed to work, but that is how it works. So, the goal of this book is to show you how to take back agency in a world that wants to strip it away from you. 

Yes, the underlying problem has a lot to do with capitalism, but there are some real doozies that are special to publishing, too. 

By the time you’re done with this book, you will hopefully have found a nice little pocket of skills, tools, and mindsets that work for you...

...either that or you will run away from this industry and burn the bridge so nobody can follow you. I, personally, can’t do anything else. I know, because I tried, and it doesn’t work for me. Even with all its flaws, I love publishing books. 

So, I have no choice but to find ways to make this industry work for me. I should note that I am an independent author and small-press publisher who mainly works direct-to-customer. I’m not an editor, or a cover designer, and while I’ve signed 50+ publishing deals in my life the focus of this book will be on what I know, which are those worlds. 

I won’t lie. While this is a solo adventure, you will get more from it if you read it in concert with How to Thrive as a Writer in a Capitalist Dystopia as this builds on a lot of its concepts. 

Now, let’s enter the suck, and figure out how to build success from it. 
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Tech companies lied to us, and it created a creative crisis
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One of the great failings of tech over the decades has been the idea that the democratization of the internet meant that anyone can be successful in anything for any reason. All you have to do is make a thing and everyone will love you.

The truth is a bit more like the end of Anton Ego’s famous line from Ratatouille: “Not everyone can become a great artist; but a great artist can come from anywhere.”

Tech companies have for the last 30+ years focused on the first half of that quote, and why wouldn’t they? It’s easy to give people hope that they can basically do any old thing and be successful. That’s how you get people to adopt technology. 

Unfortunately, when people who believe that smack full force into reality, you get a bunch of frustrated creators who think they aren’t good enough because the “magic” didn’t touch them. 

But it’s not magic, it’s strategy. There is an order of operations creators should probably take in order to be successful, and you probably won’t get there if you skip a bunch of steps or do them in the wrong order. For most creators, their biggest problem is sequencing. They do step 10, then step 8, then step 15, and wonder why their business looks like a Picasso painting nobody wants. 

Yes, some writers blow up overnight without following any sequence or order, their words catching fire in ways that defy explanation, and these are the people that get all the attention to “prove” the system works. Unfortunately, whatever loophole they exploited only worked for them. Once they figured it out, the universe spackled over that loophole so it will likely never work again. 

That doesn’t mean you have to do it this way. Sometimes chaos agents make the best entrepreneurs because they short circuit systems in weird and beautiful ways. Unfortunately, those ways tend to only work for them. That doesn’t mean there aren’t still loopholes. There are billions of them, enough for every human to find their own. If you have a knack for blowing things up to figure out what works, you can surely find one, too. Most of us, though, don’t have the energy to blow things up for fun. 

So, unless you are interested in blowing things up for laughs to find the flaws, this is probably the order you should think about things.


●  Start with the words. This seems obvious, but in an age of platform-building and personal branding, it's easy to forget that content is still king. Write something that makes people feel seen, understood, or less alone. Write the piece that you desperately needed to read three years ago. Write what keeps you up at night, what makes you laugh, what makes you angry. The technical term for this is "resonant content," but really, it's just truth-telling that connects. The deeper your words resonate, the easier the rest of this will be, and honestly you probably shouldn’t even move onto the next bit until at least a few people are ravenous for your word. 

●  Finding your platform comes next. This is where many writers stumble. They try to be everywhere at once, spreading themselves thin across every social media channel and blog platform available. Don't. Pick one place where the writing feels natural, and the readers feel right. Maybe it's Substack for your long-form analysis, or Twitter for your sharp observations, or Medium for your personal essays. The important part here is that you find somewhere that not only makes sense but also values your work enough to share it organically without you doing much promotion.

●  Build a brand identity. "But I'm a writer," you protest, "not a brand." Wrong. Every writer is a brand, whether they like it or not. Stephen King is a brand. Joan Didion is a brand. The question isn't whether to have a brand, but whether to shape it intentionally or let it shape itself. Your brand is simply the promise you make to readers about what they'll find in your work. Make it honest. Make it clear. Make it something that the right readers recognize immediately as home. Why did we wait so long to build it? Because you don’t know your brand promise until people start showing up and revealing themselves. Once you have an audience, your brand should become obvious. 

●  Only after you've built this foundation should you think about monetization. Yes, this means you might write for free for a while. Welcome to the club. We have jackets (but you'll have to buy your own). If you wait until you have an audience, they will literally tell you what they want from you in annoying and painstaking detail. Then, all you have to do is give it to them. If it’s harder than that, you probably shouldn’t be doing monetization yet. When you do start charging, you should probably begin with services. Editing, coaching, consulting, and things that leverage your expertise directly. They're easier to sell than products because they require less infrastructure and fewer up-front costs. Listen to what your readers ask for help with. Build that. Either that or develop a product, like a book, which is easy for readers to conceptualize since they already read your work. If you’re going the product route, focus on one-off products first. Memberships are the hardest game in town. They probably shouldn’t be your first sale. 

●  When growth slows (it will) or enthusiasm wanes (it does), look for new channels that align with your voice. Maybe your personal essays could become a podcast. Maybe your X threads could become a book. The medium may change, but the message remains consistent. Try to only do things you can use in multiple ways, so your time is leveraged. That social media post can become a blog post, which can become a book, which can become a podcast episode, which can become...well, you get the idea. 

●  Every year, you should aim to find one strategy that works consistently for you and add it to your repertoire. Most successful businesses are little more than a collection of platforms and skills that work consistently to grow their audience and build their business. A successful business only needs one, but great ones have 5-10. 



There's no magic bullet, despite what the latest platform, tool, or guru might promise. Success in digital writing isn't about finding the perfect channel or mastering the latest algorithm. It's about consistent, intentional growth built on a foundation of good work.

Your path won't look exactly like anyone else's. You might spend years finding your voice while someone else discovers theirs in a month. You might build a massive following on a platform that others barely understand. That's fine. The steps matter less than the progression. 

Additionally, many writers had a meteoric rise and then stalled in ways that don’t seem to make sense. If this sounds like you, then ask if you “skipped” one of these steps. Usually by going back and getting really clear on the ones you moved through quickly will help you get on track. You probably had success despite having a wonky structure. By going back and building those bits, you can often unlock exponential growth again. 

The internet didn't lie about opportunity. It just oversimplified the process. Yes, anyone can publish. Yes, greatness can come from anywhere. But sustainable success usually follows a pattern. Understand it, adapt it, make it your own. Then get back to writing. That's still the heart of it all.

The magic isn't in the bullet. It's in the persistence, the craft, and the connection. Everything else is just details.
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Yes, some authors can just write the next book and release a new book every month for months, or sometimes even years...

...but they almost always burn out.

My friend says you have to push hard for three years to break through, and I think that's about the limit somebody can push their body to write that much before it rebels on them.

I think most people start burning out at six months at this pace and they keep it up for two years, maybe three if they are really stubborn.

If they don't burn out, then they either transition to co-writing, transition to running a publishing company, or transition to building their brand in other mediums.

There are so many well-intentioned and helpful humans in this industry. You can basically walk up to any author, and they will spill every secret they have to you at any time.

The industry is in the best shape it's ever been...

...and everyone is still broke.

On top of that, everyone is burned out from writing and writing and writing and writing without ever getting anywhere they feel "safe" taking their foot off the gas.

People are out here writing 60+ marketable books and still struggling. As Monica Leonelle said recently, we were sold a bill of goods that if you built up a catalog then we'd be good to go.

More and more I see that every system on the internet requires us to give a piece of content to either get an audience (growth) or get money (monetization). We live in this deeply content-driven online world, but we struggle to profit from content, too.

In truth, both audience and money come from relationships, not content. But we have been told "content is king" endlessly. Or, in the author world, "Write the next book."

"Write the next book" as it pertains to selling books and making money is completely breaking down for authors though. There are people with 50+ books who are going broke. It's time to unpack that toxic message.

There's sustainability around productivity and sustainability around money. And these two things can't be uncoupled for the most part. Energetically one begets the other as it stands in the most prominent business models for authors.

A lot of authors are working on one or the other or both. But no one or at least not many are saying, "Hey, maybe these prominent business models are not the answer and were never particularly sustainable for most people."

Sure, you can have a sustainable production system, but you aren't going to plug that into an unsustainable business model and get sustainable money. And many discussions about this still feel suspicious because we can all see and feel that.

The business model needs to be reworked, rethought, etc. in addition to rethinking beliefs about productivity and money.

“Write the next book” is still being pushed as the dominant narrative to find success in publishing, and we don’t think it’s doing authors any favors.

Yes, it’s obviously important to have a critical mass of writing to break through and build a successful career. What does a critical mass mean, though? Is it three books? Five? Ten? Twenty? Fifty?

At what point does it become a burden instead of a blessing? Following that advice is causing people to write dozens of books for years and years while still riding the struggle bus the whole time.

If that's really the best practice to find success, then show me the receipts.


●  If that's true, then why isn't it working for so many people?

●  If that's true, then why is everyone at their wit's end?

●  If that's true, then why do I get texts from my successful friends damn near weekly at this point telling me they don't think they're gonna make it the end of the year?



Of course, writing books is how we make money. I’m not saying you don’t have to write books as an author. That would be like telling a baker to stop baking bread.

You can’t have success as an author without books, but I’m not convinced writing the next book is the best marketing action for all authors at all time, just like I don’t think baking bread is the best marketing action for somebody who can’t drive foot traffic into their bakery storefront.

Sir Terry Pratchett wrote over 50 books in his career and has sold 100 million books in the process. Stephen King has published 65 novels in his career. Anne Rice published 37 novels. Jane Austen wrote 6 novels. Melissa Albert has also written 6 books.

Meanwhile, I’ve written over 40 novels and have seen almost none of the success of these people. I have a pretty decent career going, but there has to be something beyond “write the next book” that’s driving these people forward. I can tell you I’m nowhere near 100 million copies sold, and I’m working just as hard as Sir Terry.

Systemic issues facing authors


●  So, what’s happening here? Unfortunately, it’s not as easy as pointing a finger. There are systemic issues that no single author can fix by themselves, or even collectively, without a lot of help. They include, but are not limited to:

●  Capitalism, but not in the way you think: I have plenty of vitriol to throw at capitalism, but the biggest problem for authors is capitalism works consistently, but not intuitively. People think 1+1=2, but really 1+potato=cheese sandwich. It's nonsense, but it is consistent nonsense. Once you understand how to connect the right nonsense to the right outcome, you can build predictable money.

●  Price elasticity: Books have a very narrow band in which they can operate. They can basically be $0-$10 as an ebook or $10-$30 in print. This is what Monica called The Novelist's Dilemma. This is why we need a bunch of books before we can hope to break even on books, because we have to price low. On top of that, readers have been trained to devalue the price of a book. The hardest thing to do in business is sell on volume, and the whole industry does that, because books are so cheap there's no other choice.

●  The Power Law curve: When you chart an industry like tech, there are companies worth trillions of dollars, which means there are a bunch of companies that are worth hundreds of billions, even more worth billions, and tons worth millions. Meanwhile, an indie author might push 8 figures, which means when you chart that power law curve back, there are fewer people at every stage, and the majority are making a pittance.

●  Trying to shoehorn everyone into a very few business models: In the past few posts I've made, it's proven out that people still think if you do the right thing for the right length of time in the right genre then you'll still probably not make it and I just...don't agree with that. Being exposed to many other types of business this year it's clear there are hundreds of business models that might work for an author, but they are only ever exposed to but a very few.

●  The whole industry mainly knows how to do one thing: That thing is change the price of their book. They don't use any other psychological trigger except “put book out, raise price, and lower price.”

●  Only going after the 1/5: Amazon teaches us to focus on the cheap, quick wins. If somebody isn't ready to buy now now now, then they have always been seen as being worthless to authors. However, being a sales manager I know that if you show something to 5 people 1 will say no, 1 will say yes, and the other 3 will be on the fence. What separates a decent salesperson from a great one is the ability to convert 2-4 out of 5, instead of just that 1. You can literally double your sales if you just convert 1 out of 5 people without doing any other work.

●  Authors think about collaborations all wrong, or at least not expansively enough: They are very good about finding collaborations with people who are the exact same as them, but they are terrible at the thing that really moves the needle once you get more success, which is finding people dimilar (different but complementary) than the medium you currently use. Have you ever approached a local business who does something different than you do, but has a complementary audience, to see if they wanted to offer your books in a bundle with their stuff? I hear a few authors doing it here or there, but nobody ever talks or thinks about how to make this happen outside of book bundles.

●  We are still taught that we are annoying our readers when we sell to them: I can't believe people still say this to me consistently, but if somebody joins your list to hear about your books, you aren't annoying them by sharing your books with them. That is such a wild thing to say, and yet 95% of the authors I know still think this. They "don't want to bother their readers" and everyone just kind of agrees with that advice.

●  We have to compete against every product that has ever been made: In very few industries are the business owners up against a 400-year-old dead person for somebody's money and attention. Maybe a winery has to compete against the past sometimes, but then at least that older wine is way more expensive which prices people out of the market for it. Even film and radio only go back a hundred years, but books have been published for thousands of years, and you can read them all for a pittance. No musical artist will ever have to go up against Mozart, only a cheap facsimile of Mozart as told through a modern orchestra.

●  We think "x is the answer": It doesn’t matter what x is, as long as it’s something authors haven’t tried yet, or haven’t tried in a while. This happens all the time. Direct sales is not the answer for comic book people...they already do direct sales. Fiction apps are not the answer for genre authors because they pay shit outside of romance. Community isn't the answer to anything. Community is a nice, blobby, nebulous word that is so squishy that it can mean anything. There is really a suite of answers that could help, but we have to get better at trying stuff that hasn't been done before.

●  The publishing industry is elitist: Yeah, we are inclusive on some level, but we are super cliquey, and we don't believe everyone can or should be an author. We definitely don't believe everyone can succeed as an author. This is an industry started by elites and run by elites. For eons the only way you could prove you were really an "author" was by not needing the money, but what that really proved was you were an aristocrat, which is what they really wanted to do. Why have we carried this through to 2024?

●  Authors don't want to run businesses: Not only don't they want to do it, they will actively sabotage themselves and the industry at every turn to "make art." Meanwhile, they wrote a book with their name on it and think they don't want attention. Why did you write the book then? Just admit you want to run a business, make money, and that it's okay to want to be seen. It is impossible to teach authors because they are gleefully ignorant of the things that they need to do, and they complain about it.

●  We actively suppress information on new things that don't fit our mental model of what "right" is: It literally happened to me for 10+ years, and I see it happen all the time. For something to break through, it has to be so few degrees from what is already done that it's almost unhelpful just by its proximity.



How do we fix these issues? 


●  Well, there are some general things we can do to fix this at a systemic level...but honestly most of these will probably only help around the margins without traditional publishing houses on board, and it doesn’t make sense for them to blow up an industry that benefits them.

●  Some of the price stuff is being helped by special edition campaigns pricing books at $80+.

●  We need more authors to make way more money, like a stupid amount more money, and then drag people up to show other people doing it. Yes, this is also happening, slowly.

●  We have gotta stop being scared to reach out to our fans with things they can buy.

●  We have to be better at testing things that could work, then jettisoning things that don't, to streamline our business.

●  We have to find ways to up the prices on books at a systemic level. Luckily, most book publishers are pricing their trades at $18.99, which allows us to up our own prices, but still...woof.

●  We gotta start building different types of business that have never been built before in our industry. Everyone is way too timid to do anything until they see 100 other people exactly like them do it, and by that time...it probably doesn't work anymore, or at least not as well.

●  We have to start believing everyone can succeed, but not in the way that other people succeed. It's so exhausting to hear the people who did succeed say that everyone can't succeed. It's elitist as fuck and it's gotta stop. Not everyone can succeed like you, but everyone can chart a path, even if it's never been done before.



What can you change?

This has not been the most hopeful message as of yet, so let’s flip this and talk about what you can do as a single human to overcome what seems like overwhelming odds stacked against them.

I have studied and thought about this a lot as Monica and I work to figure out a way to help writers through this morass, and it really comes down to three words.

Build leveraged assets.

Yes, I know the words “building leveraged assets” is peak business speak, and your eyes are glazing over, but bear with me because those three words can change your life, reduce your overwhelm, and help you recover from (or prevent) burnout.

What is a leveraged asset? It's something that becomes more valuable with every new bit that goes into it without it making you do more work or expend significantly more effort.


●  An email list (should) be a leveraged asset. You should make more (or at least the same amount of) money with every person that enters your list.

●  A community can be a leveraged asset if you do it right. The main way to tell if your community works is whether your effort increases or stays the same with every person that enters. You can build a leveraged asset if you find ways to connect people with each other instead of having to be in there every day. If it becomes harder to control, you are doing it wrong.

●  A subscription should be a leveraged asset. If it gets harder to manage with each person, then it isn't a leveraged asset. However, if you charge enough to hire people who can manage it for you, then yes, it is a leveraged asset. It should build higher with each person who enters it.

●  Translations can be a great leveraged asset. I mean for most of us it's not, but Lee Savino often says that she only hit seven figures once her books went into translation, and it doesn't take a lot of her energy to do. That is the ideal leveraged asset.

●  A series should be a leveraged asset, but it usually isn't right now. If you aren't making more with each installment of a series, then it isn't a leveraged asset. We have been taught to write in a way that negates the value of a book about the minute it is released.

●  Advertising can be a leveraged asset. If you get your ads humming, they can generate a ton of money without taking a lot of work. They usually aren't leveraged because something is broken, but they can be leveraged.



There are all sorts of leveraged assets that exist all around us. The more leveraged assets you have in your business, the better your business works.

There are hundreds of ways to build leveraged assets, and we are taught how to build exactly 1, maybe 2 of them.

Do you know why you probably hate your community, your books, your publication, and/or your email list?

Because they are not leveraged assets...yet.

If every time you wrote a post or sent an email you made more and more money without costing you more time, then you would love your email list, and love sending and posting in your community.

It’s obviously possible to build an email list of the wrong humans that don’t care about you, but it’s equally, or maybe even more, possible to build a list of the right people who perform the wrong actions.

For instance, people often try to equate list size with list health, but that is false equivalence.

It doesn’t matter if you have 100 or 10,000 people on your list if they don’t actually perform the action you want them to take.

Of course, that can mean a lot of things. Do you want them to engage, to click, to buy, to join something, or what? If you’re selling your own products, you probably want them to buy, but if you are trying to sell advertising, you probably want them to click and/or engage on the ads.

Those are two different metrics. My email list has a very healthy open rate and sales conversion rate for my own products, but it has a terrible ad click-through rate, which is killing us with advertisers right now.

Leveraged assets are not about more. They are about less.

We’re looking for less time investment to get greater returns.

Unfortunately, up until now the whole industry has exclusively taught the "pump method" of building a business, which is when you exert some amount of force and a predictable outcome happens every time forever.

These kinds of actions are easy to start doing, so authors latch onto them.

Release a book, slam through some ads, take the win, move on to write the next book, and repeat until dead is not a sustainable business strategy for 90% of authors.

The problem with a pump is that it takes the same effort on the first pump and the thousandth pump. Yeah, it’s easy to get excited to write that first book, but it takes equal energy to write the 10th book and the 40th book. Eventually, it wears on you.

Thus, burnout, especially if your money situation isn’t improving with each book.

Instead, we should be thinking about the "flywheel method" wherein things are almost impossible at first, then get progressively easier and easier over time.

The first push of a flywheel is so, so hard it seems like nothing is happening for a long time, so people abandon it before it starts working.

I don’t blame them, either. If they don’t know what they’re building, how could they possibly know to stick with something? A flywheel doesn’t get easier until you’ve done a couple rotations, and it’s difficult to get there. So, of course everyone stops before they find success with it.

That said, over time a flywheel gets much, much easier. The main reason I can keep doing this work, even with several chronic illnesses that zap my energy, is that it’s easier to keep going than to stop because I’ve built so much momentum.

I am the king of leveraged actions. It’s so natural to me at this point that, until recently, I thought this was common knowledge, but what I’ve learned recently is nobody is doing this...or even knows it exists.

The first thing I think about when taking on a project is how I can use it again in multiple places and formats. This post will eventually be used in an article, and probably wind up in a book, or maybe even a course or at least a training in our community.

What does this look like in practice?

We now have language to help us fight against the headwinds pushing against us, but how can we actually put this into practice?

It starts by prioritizing one asset first and building it to sustainability. Then, once it's humming along, we build a second one and a third once the first two are stable. Basically, we build systematically and with intention. As we build new assets, the ones we already built are getting easier and easier to manage and integrating with each other to make you more powerful every day.


●  We don't try to build 10 assets at once, which is what everyone is doing right now.

●  We don’t abandon things after a week, which is what a lot of people are doing right now.

●  We don’t keep doing things for years that never work, which is what the rest of the people are doing right now.



Instead, we prioritize one thing at a time and give it at least three months to catch. If it does, then we keep working on it. If it doesn’t, we jettison it.

Then, regardless of what we choose to focus on, we follow the best practices to succeed doing it. We don’t lone wolf it.

Instead, we follow best practices from people who know what they are doing and have built the exact thing we’re trying to build so we can tell if the most likely success path works for us.

Why?

Because our goal is to isolate and control, to the greatest extent possible, whether something works for us or not, in as short a timeframe as possible.

If you go out on your own, and you fail, it’s impossible to know whether your process failed or the methodology failed. If you find a good teacher and follow their advice, and it still doesn’t work, it’s probably not right for you.

Additionally, if you follow the methodology, have success, but hate it, you can at least find somebody to outsource the work to, and they have a guide to the process already.

Or you can abandon it.

In fact, you should abandon anything that either doesn’t work at all or makes you feel bad doing it.

So, at the start of every quarter, either pick something new or double down on the thing you prioritized to make it work better.

If after three months your new process does work to help you create leverage and growth, then we double down on it. If it doesn't, abandon it for something else.

How long do you keep prioritizing that one action? Until it operates on its own with very little effort or it breaks down. Then, either you keep working on it or you hand it off to somebody.

(Ines Johnson is the queen of this, BTW. She sat me down once and taught me how she uses Vanessa Vale’s Box Method to systematize her publishing life and it’s brilliant.)

Most importantly, we pick one thing at a time. What we don't do is drag along a hundred things that can't or won't be leveraged.

In fact, we don’t drag along anything. Everything we carry forward should help us build leverage in our business.

It’s too much to expect a new process to build leverage at the beginning, but if after six months it’s dragging you down, cut it loose.

(If you need help learning how to prioritize things, Sarra Cannon is the best human in the world to help you with that.)

Seriously, if y'all just abandoned the stuff that wasn't working in your business, you would be so much happier and more successful, but instead you hold out hope that maybe it's gonna be the secret weapon.

There is no secret weapon.

There are only leveraged and unleveraged assets.

Where do you start?

I’ve made some really, really broad statements so far about a concept you probably have never heard about before, or best-case scenario seen and run away from, so let’s bring this back to a more granular level and talk about how to pick your priority.

I have never had a problem picking a priority because the thing that would move my business forward the most, take the least time to implement, and integrate easiest into my existing workflow was always glaringly obvious.

It’s probably obvious to you, too. You just need some space to figure it out. Here are some exercises I recommend.

First, I recommend taking an hour and doing this exercise to help you visualize your money situation. To do this exercise, we start by figuring out how much money you can realistically make this year and block it out in a calendar. So, if you want to make $100,000, but when you fill in all your launches you can't realistically make $25,000, that's a problem. If you want to make $100,000 and you can make $100k per launch...then you might be thinking too small. Literally get a calendar and put every launch into it with how much you think you will make. Don't worry about the total money yet, just plot out your next year of launches. Once they are plugged in, add in any recurring revenue or other ways you make money (consulting, ghostwriting, freelance writing, etc.). Then, add it all up and see how close you are...How can you get where you want to be? That's a good start to figuring out your priority.

Once you have that overview, now it’s time to do this exercise based on a modified version of an Eisenhower Matrix. The Eisenhower Matrix is a powerful time management tool that helps you prioritize tasks by dividing them into four distinct quadrants: urgent and important, important but not urgent, urgent but not important, and neither urgent nor important. Building one for yourself allows you to focus your energy on what truly matters, ensuring that essential tasks are addressed promptly while avoiding the trap of busywork that often feels pressing but yields little value. My process isn’t exactly an Eisenhower Matrix, but it’s very, very close. Basically, you make a grid and break it into four quadrants: Don't love but need, Love and need, Don't love and don't need, & Love but don't need. Then, put everything you do in your business into one of those four boxes. Now, you assess. What is in the top right quadrant? Those should be your core products and offerings. You might even find some new services you could offer that more align with your passions. What is in the bottom right quadrant? How can you make those more important to your business? What is in the top left quadrant? How can you outsource those, or change them so you love them? What ended up in the bottom left quadrant? Cut those things ASAP.

After you finish those two exercises, the strengths and weaknesses of your business should become pretty apparent. If you’re still not sure, though, I recommend taking a few of your possible choices and running a SWOT analysis on their strengths, weaknesses, opportunities, and threats.

Of course, this is just one piece of prioritizing and strategizing that's tailored toward looking at your next 90 days, but it's been super helpful for me in staying focused on both a) what's actually moving the needle, and b) what do I really want from life?

Once you finish those three exercises, the one you should focus on will almost definitely become apparent. If you’re still having trouble, then what we’re looking for is the one thing that will propel your business forward the most, giving you the most leverage.

This idea was popularized by The One Thing by Gary Keller and Jay Papasan. The central idea is that by identifying and prioritizing the single most important task, the "One Thing," you can make significant progress in your personal and professional life.

The book’s central concept revolves around “The Domino Theory.” Since a domino can knock down another domino that is up to 1.5 times its size, a rather small domino can create a chain reaction wherein it eventually knocks down a massive domino that changes everything in your business.

However, you must choose your dominos intentionally, and knock them down in the right order, if you want to cause this kind of reaction. Most people knock down dominoes at random, causing chaos and getting no results.

If, instead, you use the exercises above to find your big domino, then you can work backwards to find the actions you need to complete, and in what order, to knock over progressively larger and larger dominos, until you finally knock that big one over.

Most people don’t have an execution problem. They have a prioritization problem.

They are trying to knock down a domino ten steps ahead of the action they should be working on and not getting the results they need because it’s simply too big for them to push over.

Usually, what I chose to focus on was the thing that consumed my mind the most for the previous couple of months, and something I hypothesized would clear the main block that impeded my business from moving forward.

A personal example

Here’s how this looks in my business. I’ve been consumed with building a membership for years. Moreso, I’ve been looking for a way to build sustainable revenue and growth into my business.

So, most of my prioritization decisions have revolved around bringing more recurring revenue into my business, focused mainly on recurring revenue. This has been my focus since 2020, and I still haven’t fully cracked it, but I’m way closer than I have ever been before.

Since I started doing this exercise after meeting Sarra at RAM 2024 and being introduced to her HB90 method, my quarters have been:


●  Q1 2023 - Circle. Finding a way to build a community off Facebook was the #1 thing I thought could move my business forward. It bombed, and it was very easy to see it was incongruent. However, it led me to realize I was a better part of a community rather than a leader of it.

●  Q2 2023 - Substack. This one easily exceeded my expectations because I was getting bonkers organic growth and enjoying it. I started doing it because Monica was doing it and said it was better than Circle. It also allowed me to become a part of a community without leading it, which was one of my big revelations the previous quarter.

●  Q3 2023 - I doubled down on Substack because it was working. I really want you to do it for 6 months if it's working even a little bit. Substack was working well, but I also comped everyone on my list three months access so I kind of had to double down on it through at least August. I’m glad I did because revenue started to pick up after then and into September.

●  Q4 2023 - Again, I kept going on Substack. We started making some decent money on Substack. However, I found the ROI was decreasing drastically from where I needed it to be and where it was the previous two quarters, so I had to figure out some way to supercharge growth.

●  Q1 2024 -Ads. Ads were the easy next step after Substack growth slowed since I found several ways to test them without a lot of expense. I tested a ton of platforms and hired a growth team to help me.

●  Q2 2024 - Ads still. I probably would have ended this earlier and picked a different priority for Q2, but I had an ad team that was contracted through May, so I kept this quarter focused on ads. It was a bloodbath, but I learned enough doing them that I thought the next step would be a daily newsletter. Again, it was clearly the next place to test because I needed a way to sustain ad growth, and I decided to try it through an ad supported daily.

●  Q3 2024 - Daily newsletter. This is where we are now, and it's a struggle, honestly. I am having a lot of problems with ads, and it's just not doing what I need it to do to keep running ads, which is why I did them daily. That said, I'll probably keep going with it through Q4 because I have nothing else.



As you can see, almost all of them revolved either tangentially or intrinsically around this idea of subscription/membership revenue and sustainability. Additionally, they each dovetailed into the next based on what I learned during my tests.

If you’re still having problems figuring it out, ask yourself these questions:


●  What is the thing consuming your business and holding it back?

●  What is either something you are already doing but not enough or that you aren't doing but can augment your business that you think you want to test in the near future?

●  What hypothesis can you measure in the next three months that could bear fruit?



In my experience, there's always been one standout thing that I thought would move my business forward the most and the quickest.

Like with Circle, we were already doing it with Writer MBA, and I've been searching for a community thing with Wannabe Press, so it made sense to try it.

Then, when that failed, it was pretty obvious the best next step was Substack since Monica was already there and we wanted to give more value to people in the Writer MBA community. Plus, I could try another subscription platform.

Throughout this process, it was pretty obvious the things that failed were failing and the things that succeeded were succeeding. If the thing you are testing is either holding you back or barely worth it, then you should probably try something else.

We are looking for sails, not anchors.

It's only something like this daily newsletter that's limping along where I would have any question as to whether to continue it or not, and really I would probably say if it's working even a little bit give it three more months.
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