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In February 2024, I met Lee Savino at the inaugural Future of Publishing Mastermind event. Honestly, I had never heard of her before, but Tawdra asked if we wanted her to speak, and when Tawdra speaks, you say yes. 

Saying yes to having her speak was easily one of the best decisions I made in 2024. Also, what rock was I living under to not know Lee’s work, both fiction and non-fiction, huh? 

People often think we’ve known each other for years, but the truth is that our podcast, The Six Figure Author Experiment, started about a month after we met. We talked for a few minutes, had a meeting, started a podcast, and then I worked on turning one of her books into a comic. It’s been a real whirlwind from then to now. 

Over the course of the show, we’ve had a whole lot of meandering conversations, and this is my attempt to condense them into one cohesive formula for direct sales and general authorship success. These chapters are built on a combination of my previous books, plus editing the transcripts of the conversations into something cohesive. It’s in talking through all this stuff with Lee and Monica Leonelle (my business partner in Writer MBA), and on stage at hundreds of events, that I was able to whittle this down to a formula that can be expressed in one graphic. 

For years, authors have been told that success comes from chasing algorithms, optimizing retailer visibility, and constantly launching new books to keep revenue flowing. But that’s not been my experience or the experience of most successful writers I know. A sustainable author career doesn’t come from playing a retailer’s game and hoping they choose you to promote, it comes from building a system where every book, every sale, and every reader fuels long-term growth.

Through deep dives into direct sales, Kickstarter campaigns, web store optimization, subscriptions, and reader engagement, we’ve constructed a model around what actually works for authors who want full control over a thriving publishing career. This book isn’t about one-time wins. It’s about momentum. 

What you’ll find in this book is a (hopefully) step-by-step framework for creating a profitable, sustainable publishing business that integrates retailers and direct sales into one business. Yes, you can do both, and they can amplify each other. 

I’m not here to tell you to abandon Amazon. Retailers have their place, but only if they’re used strategically to funnel readers into an ecosystem you control. I’m also not here to tell you that utilizing direct sales is a magic bullet. We don’t think there is a magic bullet. Or, to be more precise, we think there are hundreds of magic bullets, but they work differently for each other, and they act differently depending on how they integrate into your specific business. 

It requires thoughtful planning, smart automation, and a long-term mindset, but I am here to show you that it works, and that with the right approach, you can build a business that thrives both inside and outside of the traditional publishing models. 

If you’re ready to take control of your career, maximize your revenue, and build an engaged reader base that continues to grow with every book, let’s get started.
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The Multi-Channel Author Ecosystem
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Most authors reading this probably know nearly every piece of information that I will talk about in this book. They’ve read the advice. They’ve attended the webinars. They’ve listened to the success stories of six- and seven-figure authors who have built sustainable, thriving careers, but they remain stuck, overwhelmed by the sheer number of possibilities, unable to take the first real step toward implementing a direct sales business.

The difference between authors who succeed and those who don’t isn’t intelligence, creativity, or even having a bigger audience. Honestly, it’s not even about whether they take consistent action. The most successful authors are working with the right formula. 

Most authors don’t have a knowledge problem, or even an execution problem. They have a sequencing problem. They are doing step 10 before step 2 before step 6. Instead of amplifying each other, they are negating each other. 

By simply doing things in the right order, struggling authors can start succeeding without putting forth any additional effort, and often doing significantly less, because every action builds on each other. That’s not all that you need, of course, but the right mindset means nothing if you don’t have a solid plan. It does help, though. 

Lots of authors sabotage themselves because they don’t think they can ever be successful, or that making money is antithetical to making good art. They focus on creating but hesitate when it comes to selling, seeing marketing as something separate from the creative process. 

Authors who transition from thinking like creatives to thinking like business owners tend to scale faster. They stop seeing book sales as something they "hope for" and start building systems that ensure consistent revenue. They stop depending entirely on retailers and instead own their audience, their pricing, and their distribution. They stop thinking of marketing as a burden and start seeing it as another form of storytelling that invites readers deeper into their world.

When authors tell me that they don’t want attention, I ask them a simple question. “Why is your name on the book, then?” If they’re writing under a pen name, then I follow it up by asking, “Why is your picture on your website, then?” If they don’t have their picture on it, then I ask, “Why do you want people to read it, then? You could have let it die in your head.”  

Writing, creating art of any type, is an egotistical pursuit. We take weird ideas from our heads and write them down. Then, we kill trees to print books and expect people to not only read it, and not additionally to love it, but also pay us for the privilege, then talk about it with their friends. 

It’s egotistical as hell and that’s okay, but you can’t keep these two things in your head at once and expect to do anything but go mad. These two ideals conflict each other nearly completely, and create action paralysis. If you want to make your art, and be an artist, and do nothing but create, then stop trying to get anyone to read it. Maybe people will read it, but you can’t expect that to happen. 

Meanwhile, if you do want people to read it, then you need to take actions that will make people read it, and bring attention to your work. If you’re that first type, then this book isn’t for you, and that’s okay. If you’re the second type, then I’m going to lay out the system that I’ve found to amplify all your actions so you can do more with less and build the career of your dreams. 

Retail-Only Authors Are Leaving Money on the Table

For years, authors have been told that retailers like Amazon are the only viable path to success. And while platforms like Amazon, Kobo, Barnes & Noble, Google Play, and Apple Books offer incredible visibility, they come with one massive limitation. Namely, the author doesn’t own the customer relationship.

Retail-only authors are missing out on the higher revenue, deeper engagement, and long-term business stability that comes from selling direct. They rely on Amazon’s algorithm to bring them new readers instead of building a system where readers naturally return to them. They lose 30–70% of their revenue to retailer fees, leaving them with lower profit margins per book. And most importantly, they have no control over their sales because at any moment, a change in Amazon’s algorithm, a competitor underpricing their books, or a shift in ad costs can tank their revenue.

Authors who rely solely on retailers are leaving money on the table because they’re not leveraging the full power of their audience. Selling books isn’t about just getting a single sale. It’s about maximizing the value of each reader over time.

Direct sales, Kickstarter, and web stores change the equation by turning readers into long-term customers. A reader who buys a $4.99 ebook on Amazon might generate a $2 royalty, but that same reader, if guided into a direct sales funnel, might buy a $40 signed hardcover bundle, a $75 collector’s edition, or a $10/month subscription.

The key to making this shift isn’t to abandon retailers. It’s leveraging retailer traffic to amplify your business instead of relying on it. Instead of treating retailer sales as an endpoint, successful authors use them as a gateway to more profitable direct sales opportunities. In fact, the more you treat them as part of your system, the more they work together to amplify you. 

One of the most surprising benefits of building a direct sales business is it actually increases retailer sales rather than cannibalizing them. A well-executed direct sales strategy doesn’t just create higher-margin sales, it boosts discoverability and long-term sales across all platforms.

This is called the Spillover Effect, and it’s one of the most powerful forces in multi-channel publishing.

When an author runs ads to their direct store, sells premium editions on Kickstarter, and builds an engaged audience through subscriptions, they increase awareness of their books across the board. Readers who see an author’s direct sales campaigns often go on to buy their books on Amazon, boosting rankings and visibility.

When she got started, Lee spent $130,000 in ad spend to drive traffic to their direct store. The results?


	
$200,000 in direct sales revenue from their web store.

	
$1,000,000+ in retailer sales due to increased Amazon visibility.



All that money is good money, yet we’re spending too much time siloing it into buckets instead of magnetizing it to you. Direct sales isn’t about choosing between retailers and selling direct. It’s about creating a system where both amplify each other. When done correctly, selling direct doesn’t take away from retailer sales, it drives them higher.

The authors who succeed in direct sales don’t see Amazon as the only option. They see it as one piece of a much bigger system. A system that puts them in control, increases their revenue per reader, and creates a sustainable long-term business.

Understanding the Multi-Channel Author Business

A successful author business isn’t a simple pump where constant effort yields the same result. Instead, it’s a flywheel that gains momentum over time. The more readers discover an author’s books, the more opportunities there are to transition those readers into direct customers. The more readers buy direct, the more sustainable and profitable the business becomes.

A pump business is all about direct, linear effort. Imagine you have a hand pump in the backyard: you push the handle, water comes out; stop pushing, water stops flowing. That’s what it’s like when you rely solely on external sources (like Amazon or Facebook ads) for sales. Every sale requires new effort, new ad spend, new pushes. The moment you turn off the ad campaign or promotion, the flow of income halts.

A flywheel business, however, is built around momentum that grows with each turn. Visualize a giant spinning wheel on an axis. The first turns are tough, but every little push makes it spin faster, and as it gains momentum, it generates its own energy. Eventually, the wheel keeps spinning even if you ease off the pressure. That’s how an author business can work when you have a direct relationship with readers. 

Each new fan you gain can lead to more newsletter signups, more word-of-mouth referrals, and more sales of your backlist. Those readers become a renewable resource of support and promotion, so your business keeps growing even if you aren’t constantly “pushing” as hard.

Translating this to an author career:


	
Pump Model (Linear): Focus on retailer platforms alone (Amazon, Kobo, etc.). You market to strangers over and over again, with no accumulation of long-term connections. Advertising stops → Sales stop.

	
Flywheel Model (Momentum): Pull readers into your ecosystem—your newsletter, your direct bookstore, your community. Each reader isn’t just a one-off sale; they’re an ongoing relationship. As more people join, the energy compounds, and the effort needed to keep sales flowing diminishes over time.



The result? Instead of pumping for every single sale, you’re spinning a wheel that ultimately powers itself. Over time, this brings more sustainability, greater profit margins, and a stable author career that doesn’t vanish the moment you stop paying for an ad.

Most authors start their careers focusing exclusively on retailer sales, and honestly there’s nothing wrong with that. Lee started in KU because she was pregnant when she launched her first book and literally couldn’t do anything else. When authors get more space, maybe they go wide and publish on Kobo, Apple Books, Barnes and Noble, and Google Play, syndicating with PublishDrive and Draft2Digital, hoping the platforms’ built-in traffic will bring them consistent sales. 

But we believe in being aggressively wide, which means using those platforms and being direct to readers. While retailers play an essential role in discoverability, they are only one part of a much larger system. Relying on retailers alone means giving up profit control, customer relationships, and the ability to increase lifetime reader value.

A true multi-channel author business doesn’t depend on a single platform. It blends retailers, direct sales, Kickstarter, subscriptions, and other revenue streams into a system where each sale feeds into the next. This approach turns every launch into an opportunity to build momentum instead of starting from scratch every time a book is released.

Instead of thinking about direct sales as a replacement for retailer sales, the most successful authors see it as a way to maximize every reader’s value over time. Retailers bring in new readers. Direct sales increase revenue. Subscriptions create stability. Together, these elements form a self-sustaining ecosystem.
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Retailers = Audience Growth

Retailers like Amazon, Kobo, Apple Books, Barnes & Noble, and Google Play provide significant visibility and discoverability. Readers browse these platforms daily, searching for their next great read. A well-optimized book, especially one that ranks well in its category, can attract hundreds or even thousands of new readers every month.

However, retailers come with limitations. Profit margins are lower, and competition is fierce. Prices are restricted, and promotions are dictated by the retailer’s policies. And perhaps most importantly, the author doesn’t own the customer relationship.

A reader who buys a book on Amazon is a customer of Amazon, not the author. The author has no way to follow up with them, no direct way to sell them future books, and no control over whether that reader will see their next release. The retailer’s algorithm makes that decision, not the author.

Retailers are great for bringing in new readers, but if those readers stay locked in their ecosystem, the author is forever dependent on retailer-driven visibility. The key to long-term success isn’t choosing between retailers and direct sales. It’s using retailers as an entry point into a larger business model.

Instead of thinking of a retailer sale as the end goal, successful authors use retailer traffic to funnel readers into their direct ecosystem. A reader who buys an ebook on Amazon might later:


●  Visit the author’s web store to buy a signed hardcover.

●  Join the author’s Kickstarter to fund a collector’s edition.

●  Sign up for a subscription that provides early access to future books.



Retailers are lead generation platforms, not the final destination.

Direct Sales = Profit Control

The biggest limitation of selling through retailers is that the author doesn’t control the customer relationship. That changes with direct sales. When an author sells direct, they:


●  Set their own pricing without worrying about retailer restrictions.

●  Bundle products in ways that retailers don’t allow, increasing revenue per reader.

●  Collect customer emails, making it possible to follow up with future offers.

●  Sell premium editions (signed books, audiobooks, special box sets) that retailers can’t provide.



Direct sales put the author in control of the revenue model. Instead of waiting for Amazon to decide how visible a book is, an author can run ads directly to their web store, control the sales funnel, and increase revenue per reader.

But direct sales work best when combined with other revenue channels, not when they replace them entirely.

Kickstarter = Cash Flow & High-Margin Sales

Kickstarter has become one of the most powerful tools for direct-selling authors. It’s not just about funding books. It’s about creating premium product launches that generate high-margin revenue upfront.

Kickstarter has become one of the most powerful tools for direct-selling authors, transforming the way books are launched and funded. It’s not just about raising money, it’s about creating a high-impact marketing event that builds excitement, attracts dedicated readers, and generates high-margin revenue upfront before a book is even released.

A well-executed Kickstarter campaign provides three key benefits that traditional retail launches can’t match. First, it creates significant cash flow early, eliminating financial risk by covering production costs in advance. Instead of investing thousands of dollars into printing, fulfillment, and marketing before knowing if a book will sell, authors can secure funding upfront, allowing them to launch on retailers with confidence.

Second, Kickstarter turns a book launch into an event, generating buzz and excitement in a way that retailer releases often struggle to achieve. A retailer launch is largely passive. Yes, you can influence your network to buy, but you can’t guide them through the process. After launch, readers might stumble upon a new release, but unless it’s heavily promoted, it can be easy to miss. In contrast, a Kickstarter campaign activates the audience, encouraging participation, discussion, and anticipation for the book’s arrival.

Finally, Kickstarter establishes a group of readers who have already shown they are willing to support an author before the book is even printed. These backers are not casual buyers. They are engaged superfans who are far more likely to purchase future books directly, pledge for upcoming campaigns, and spread the word about the author’s work.

Many authors assume Kickstarter is only for new or experimental projects, but the reality is, Kickstarter can be used for nearly any type of book launch. Authors have used it to fund:


●  Deluxe hardcover editions with custom artwork.

●  Boxed sets and collector’s editions.

●  Omnibus collections and special reprints.



A successful Kickstarter campaign shouldn’t end with fulfillment. Great Kickstarter creators seamlessly transition backers into deeper engagement with the author’s ecosystem. Kickstarter is not the end of the sales funnel. It’s the beginning of a long-term customer relationship. The most successful authors don’t just use Kickstarter to fund a book. They use it to build a lifelong audience that supports every future release, engages with their direct sales channels, and becomes the foundation of their publishing business. When integrated into a broader direct sales strategy, Kickstarter becomes more than just a one-time event. It becomes the first step in a thriving, self-sustaining author career.

Web store = Evergreen Sales Engine

Retailers like Amazon, Kobo, Apple Books, are fantastic for visibility and new audience reach. They help readers discover your work in places they already frequent. Kickstarter expands your audience into direct sales, but it is a limited time engagement, and doesn’t give you full customization. 

A web store, on the other hand, offers full ownership of the sales process. You set the prices, decide how to package and promote your books, and directly connect with the readers who purchase from you. By owning that customer relationship, you gain the freedom to experiment, bundle, discount, or even raise prices, without worrying about retailer constraints.

Selling direct through your web store means no middleman taking a percentage for listing your book. You keep a larger share of each sale, making it easier to scale income and reinvest profits into future projects. A retailer can change its royalty structure or algorithm overnight, but your own store is insulated from those external shifts. This stability translates into predictable revenue and more control over your cash flow

In short, while retailers and Kickstarter help new readers find you, a well-designed web store is what turns those casual buyers into devoted fans and reliable, long-term customers. You’re not just selling books; you’re offering an immersive, premium experience that solidifies your brand and paves the way for sustained success.

Subscriptions = Recurring Revenue and Long-Term Engagement

A subscription model isn’t just about making money between book launches. It’s about creating an engaged community of superfans who support every release.

When a reader joins a subscription, they aren’t only buying books. They’re committing to an ongoing relationship with the author. Instead of waiting for the next book launch, subscribers:


●  Get early access to new content.

●  Receive exclusive stories, novellas, or serialized fiction.

●  Are the first to hear about new Kickstarters, special editions, and signed books.



Subscriptions create predictable, recurring income, reducing the pressure to constantly launch new books just to maintain cash flow.

One author built a Patreon-style membership where readers got:


●  A new exclusive short story every month.

●  A signed hardcover once per quarter.

●  Behind-the-scenes content and a private reader group.



Within six months, their subscription revenue was covering all their business expenses, allowing them to write without financial pressure. Subscriptions ensure that authors don’t have to start from zero with every new launch. Instead, they always have a base of readers ready to support their next book.

Retailers, Kickstarter, web stores, and subscriptions aren’t competing strategies. They are pieces of a larger system that fuels long-term success. Retailers introduce readers. Kickstarter turns them into superfans. Web stores maximize revenue per customer. Subscriptions create stability.

When these channels are connected, every sale leads to the next, building an author business that scales effortlessly over time. In the next section, we’ll explore how branding and platform consistency ensure that all of these channels work together seamlessly.

Creating Cohesion Across Channels

A successful author business isn’t just about having multiple revenue streams. It’s about creating a seamless, recognizable brand across every channel. Whether a reader discovers an author on Amazon, backs their Kickstarter, or visits their web store, the experience should feel consistent.

The mistake many authors make is treating each sales channel as a separate entity, with no unifying message or visual identity. They might have a well-designed Kickstarter page, but their web store feels disconnected. Their retailer books might have a polished look, but their direct sales emails feel like an afterthought. Readers get mixed messages, and instead of becoming long-term customers, they disengage.

Brand consistency isn’t just about logos or colors. It’s really about ensuring that every touchpoint in the reader’s journey reinforces trust, quality, and engagement. When branding is cohesive, readers instinctively recognize the author’s work, no matter where they encounter it. And when branding is strong, every new book, campaign, or product release feels like part of a larger experience, rather than just another sales pitch.

The strongest brands in publishing are instantly recognizable. Their covers, typography, messaging, and storytelling feel unified across every format and platform. Direct sales authors can apply the same principles by ensuring that every interaction with their audience reinforces who they are and what they offer.

Authors who don’t create a consistent brand experience struggle with:


●  Readers not recognizing their books or store when moving between platforms.

●  A lack of trust in direct sales channels, because they feel disconnected from the retailer experience.

●  Lower conversions on web stores and Kickstarters, because readers aren’t sure they’re buying from the same author they follow on retailers.



Brand consistency isn’t just about aesthetics. It’s about building reader trust, so every purchase feels like a natural extension of their engagement with the author.

How to Create a Seamless Reader Experience Across All Platforms

The best direct-selling authors think of their brand as a story that unfolds across multiple channels. No matter where a reader encounters them, they should immediately feel like they are stepping into the same world.

This means ensuring that:


●  Visual branding remains consistent across all platforms.

●  Messaging and tone feel the same, whether it’s a retailer book description or a direct sales email.

●  Readers always know where to go next, without confusion or friction.



An author’s branding should not change from one channel to another. If a reader backs a Kickstarter, then visits the author’s web store, the two experiences should feel connected, not like separate businesses. The author’s fonts, colors, and overall aesthetic should feel familiar, reinforcing the idea that they are purchasing from the same trusted source.

A reader’s journey from discovering an author to becoming a lifelong fan often looks like this:


	They find a book on Amazon and buy it.

	They read the backmatter and see a link to a landing page.

	They sign up for an email list and start receiving direct sales offers.

	They back the author’s next Kickstarter for an exclusive edition.

	They visit the web store and buy a collector’s bundle.

	They join the author’s subscription for early access to future books.



At every step, the branding should feel like a continuous experience, reinforcing the author’s identity and making it easy for the reader to stay engaged.

Most authors are trapped in a cycle of constant effort with inconsistent results. Every new book launch feels like starting from scratch. They spend months writing, then scramble to promote, hoping for a surge in retailer sales or a successful ad campaign. If the launch doesn’t go well, they move on, hoping the next book will perform better. But this approach is exhausting and unsustainable.

The key to long-term success isn’t just selling books. It’s building a business where every sale fuels the next, where momentum compounds over time, and where revenue becomes predictable and scalable.

A self-sustaining author business doesn’t rely on one big launch or one traffic source. It’s structured so readers naturally move through a connected ecosystem, from retailer purchases to direct sales, from Kickstarter campaigns to web store orders, and from one book to the next. Instead of feeling like every new release requires starting over, each book adds to the momentum of what has already been built.

This is the difference between authors who struggle to maintain sales and those who continue growing year after year, regardless of market changes, algorithm shifts, or industry trends.
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How the Stack Works
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In the last chapter, I laid out the elements of the formula, but in this one I’d like to explain how it all integrates together. The publishing landscape has become increasingly complex. Authors today face a constant barrage of "next big things" and "silver bullet" solutions. It's exhausting trying to keep up with every new platform, marketing strategy, and publishing trend.

We talked about this before, but I want to stress that you probably don't have an information problem. You have a sequencing problem.

All the information you need already exists, and most of it is probably in your head, swirling around. The real challenge lies in putting it together in a way that works for your specific situation without burning yourself out in the process. What's even better? It's actually simpler to integrate these pieces than most people realize.

Why do so many authors struggle? Because the industry often overcomplicates things. Sometimes this happens because "experts" make money by doing it for you. Other times it's because authors try to do everything at once instead of building systematically.

This methodology comes from over fifteen years of research, testing, and real-world experience. I've experienced both spectacular failures and incredible successes. More importantly, I've learned what works sustainably versus what leads to burnout.

The key is building an integrated publishing ecosystem that:


●  Makes the most of every piece of content you create

●  Uses your resources efficiently

●  Grows steadily without requiring constant attention

●  Creates predictable, sustainable income

●  Lets you focus on writing rather than constant marketing



Let’s explore the five core components of a successful publishing ecosystem and how to implement them in a way that builds on your strengths while protecting your creative energy.

I’m not going to mention a lot of platforms here, because there’s not one platform I trust for everything. If you’re running ads to your web store, for instance, you probably want to use Shopify. However, if you are going to run ads to a landing page then you probably want something like OptimizePress with heat mapping and session recording for optimization. 

Both of those are terrible for running a subscription, which you probably want to do on Substack or Patreon, and you’ll likely be using Kickstarter or Indiegogo for running your crowdfunding campaign. 

Long story short, there is no singular platform that will save you. That’s why we call it an ecosystem, not a platform. 

Understanding the foundation of your ecosystem

Before diving into specific tactics, let's talk about the two core principles that make a publishing ecosystem work: leverage and sustainability.

Leverage means doing things once and getting multiple uses from them. Think of it like planting a tree. You do the work once, but that tree keeps producing fruit year after year. In publishing terms, we want our content and marketing efforts to keep working for us long after we create them. This might mean writing content that works across multiple platforms, or creating marketing materials that can support multiple books.

Many authors burn out because they try to do everything at once. They launch a podcast, start a newsletter, run ads, and attempt to be active on every social media platform simultaneously. This approach almost always leads to failure. The smart approach is to start with one thing and make it work well. Only after you've mastered that should you consider adding new elements to your system.

Smart authors think about how to reuse their work before they even start creating. Your blog posts can become book content. Your book content can fuel social media posts. Your marketing copy can work across multiple platforms. Your launch systems can be reused for future books. This isn't about cutting corners. It's about being strategic with your time and energy.

The key to sustainability is understanding that everything you do should be repeatable without burning you out. It needs to be scalable as your audience grows, manageable within your available time, and compatible with your creative process. 

Many authors try to copy what works for others without considering if it's sustainable for their situation. What works for a full-time author with a team might not work for someone writing on the side.

The goal is to build a system that can grow with you over time, not one that requires constant heroic effort to maintain. By focusing on leverage and sustainability from the start, you create a foundation that supports your long-term success as an author. Over time, you can work even fewer hours per week, and make more money, as your system works more and more efficiently. 

The five-step integrated publishing system

Many authors jump straight into publishing without a clear plan. They release a book, try some marketing, and hope for the best. But publishing success isn't about luck. It's about building a systematic approach that works reliably over time. Let's explore the five key steps that create a solid publishing ecosystem.


	
Continuity through subscriptions - The foundation of any strong publishing business is predictable, recurring revenue. Think of subscriptions like the undercurrent of your author business. While they take time to build, they provide stability that helps you weather the ups and downs of publishing. You shouldn't obsess over subscriptions when first setting them up, but everything you do should funnel readers toward becoming subscribers.

	
Building your casual reader funnel - Retail sales aren't the end goal. They're a means of customer acquisition. Think of retailer sales as a funnel to convert casual fans into devoted readers. The point is to cast a wide net to find readers and bring them into your ecosystem where you control the customer relationship. You don't need retail sales to turn a huge profit. They just need to work well enough to keep bringing new readers to your door.

	
Using Kickstarter strategically - Kickstarter serves as the first step in your publishing journey. It's how you can make the most money from your most ardent backers while creating all your marketing materials for direct sales. Kickstarter comes first because it's a testing ground. You can validate your marketing messages, test different price points, and build excitement before a wider launch.

	
Creating a series landing page - Once you've proven your marketing through Kickstarter, you can create series landing pages that use that tested copy. This gives new subscribers a clear path to buy your work. You can create automated sequences offering special deals to new subscribers using the exact email messages that converted best during your campaign. The key is making these landing pages evergreen assets that keep working for you.

	
Building your web store - Your web store becomes the final piece, allowing you to sell directly to readers ongoing. While you'll offer all your books, focus on exclusive bundles readers can't get elsewhere. This gives people a reason to buy directly from you rather than retailers. Remember that once someone buys from you directly, they're much more likely to do so again.



The beauty of this system is that each piece builds on the others. Your Kickstarter creates marketing materials for your landing pages. Your landing pages feed subscribers to your web store. Your web store offers exclusive products to reward your most loyal readers. Everything works together to create a sustainable ecosystem that grows stronger over time

Building the undercurrent of your business with subscriptions

Many authors launch their subscription program with grand ambitions. They promise daily content, personal attention, and exclusive access to everything they create. While this enthusiasm is admirable, it often leads to burnout and disappointment when reality sets in. 

Instead, subscriptions should grow naturally as part of your overall ecosystem. They aren't meant to be your primary income source when you start. Instead, they're a steady stream that builds over months and years, eventually becoming a reliable foundation for your business. They are the undercurrent of your business, but they don’t matter much until they matter a lot. 

The key is starting small and sustainable. When you first launch a subscription, focus on delivering what you can easily maintain. This might mean sharing "burn off" content from your existing work — early drafts, character designs, behind-the-scenes glimpses. Don't create entirely new content streams until you have enough subscribers to justify the extra effort. 

Even with 1,100 paying members, almost everything I generate is being used multiple times in multiple ways, without spending a ton of time servicing my membership. Now that we are making $20k/yr on subscriptions, it is now worth it to spend more time working on more community activities. 

You don't need to spend tons of time worrying about subscriptions when you first set them up. The goal isn't to create an overnight subscription success. Instead, everything you do should naturally funnel readers toward becoming subscribers over time. This brings more recurring revenue into your business steadily and sustainably.

We use periodic pledge drives to increase subscriptions in bunches, usually 2-4 times per year, and augment them with special discounts that last 24-72 hours. These focused efforts let us boost our numbers and gain attention without constantly pushing subscriptions. 

Here is how our membership looked after each big launch in 2024:


●  January 1, 2024 – 324

●  March 1 – 470 (+146)

●  August 1 – 789 (+319)

●  September 15 – 888 (+99)

●  October 31 – 952 (+64)

●  December 10 – 1,052 (+100)

●  January 1, 2025 – 1,150 (+98)



As you can see, the biggest pledge drive was still only 319 members (and it lasted 6 weeks, way too long). Each launch built on the previous one and we welcomed more people into our membership. It takes 1-2 years to build a sustainable membership like this, which is why it’s the undercurrent of your publishing ecosystem, not the focus of it.

When starting out, stick to one simple price plan until people are literally begging to pay you more. Don't add features or tiers that people aren't actively requesting inside your community. Only introduce higher price plans once your base plan is sustainable. When done right, you should see 10-20% of people upgrading over time.

Subscriptions are not the focus of your business, but they are the undercurrent of it. Everything should lead back to the membership, but you shouldn’t spend a ton of time executing on it until it is sustainable to do so for you. 

The casual reader funnel

Most authors see retail sales as the end goal. They obsess over Amazon rankings and BookBub features, thinking these metrics define success, but this approach misses the bigger picture. Retail sales aren't the destination. They're the start of a journey to convert casual readers into devoted fans.

Think of retailer sales as your wide net. Amazon, Barnes & Noble, and other platforms give you access to millions of potential readers. These casual browsers might stumble across your book through algorithms, ads, or recommendations. That first sale is just your foot in the door.

The real magic happens when you turn these casual readers into direct customers. Every retail book should include clear pathways back to your ecosystem. Your back matter needs strong calls to action that guide readers to join your mailing list or visit your website. Once they're in your world, you control the relationship.

This is where most authors get it backward. They worry about making huge profits from retail sales when those platforms should really be customer acquisition channels. Your retail books don't need to generate massive profits. They just need to avoid losing money while bringing new readers into your ecosystem.

The beauty of this approach is it's infinitely scalable. As long as your retail presence stays profitable (or at least breaks even), you can keep expanding your reach. Every new reader who discovers you through retailers becomes a potential direct customer.

Anything that increases exposure is good until it sacrifices customer acquisition costs below profitability. You can experiment with pricing, promotions, and marketing as long as you're not losing money to gain readers. The goal is sustainable growth, not quick spikes that drain your resources.

This funnel approach also protects you from platform changes. When you build your business entirely on retail sales, you're vulnerable to algorithm updates, commission changes, or platform shifts, but when retailers are just one part of your ecosystem, feeding readers into your direct sales funnel, you maintain control of your business destiny.

The most valuable asset isn't your retail rankings or reviews. It's your direct connection to readers. Every retail sale should be viewed as an opportunity to build that connection, moving casual readers closer to becoming loyal, direct customers.

Using Kickstarter as the first step in your publishing journey

Once you have the base and funnel set up, Kickstarter should be your first step in your publishing journey for most projects. 

When used correctly, Kickstarter serves three crucial purposes. First, it lets you make the most money possible from your most ardent supporters. Second, it creates all your marketing materials for future direct sales. Third, and most importantly, it acts as your testing ground for everything that comes after your launch.

Kickstarter is not just about raising money. Every campaign is a marketing laboratory. We test the copy on our page to make sure it converts before spending money to drive traffic to it. We experiment with email messaging to see what drives the most sales. We track which products and reward tiers resonate most with our audience.

This testing is invaluable. Instead of guessing what will work in your marketing, you get real data from real buyers. Every successful element from your campaign becomes a proven asset you can use in your broader publishing strategy.

We also use Kickstarter to fund production of extra inventory. This lets us take advantage of economies of scale, getting better rates on printing and production. We can then sell this inventory through our direct sales website and in future campaigns. While the campaign should still be profitable on its own, this extra inventory becomes rocket fuel for future sales.

A successful Kickstarter campaign should end with three things: 


●  All your production costs paid off, 

●  A seed budget for marketing and advertising, and 

●  Enough profit for at least one reward for yourself. 



More than that, you should end with proven marketing materials and a clear understanding of what resonates with your audience. Everything you build after - your landing pages, your web store, your email marketing all grows from what you learn during your campaign. It's not just about the money raised. It's about creating the bedrock for your entire publishing ecosystem.

This is why timing matters so much. Running a Kickstarter too late in your publishing journey means missing out on all this valuable testing and foundation building. Start with Kickstarter, learn from your campaign, then use those insights to build everything else.

Converting success into lasting assets through landing pages

Once your Kickstarter wraps and you've proven your marketing copy works, it's time to turn that success into something permanent. This is where series landing pages come into play. They're not just web pages. They're conversion machines built on proven messaging.

We create a series landing page using the exact copy we tested in our Kickstarter. No guessing, no reinventing the wheel. We know this messaging works because we've already seen it convert real buyers, but now, instead of a time-limited campaign, we're building an evergreen asset that keeps working for us.
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