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Dedication
Before I had a message...
Before I wanted a movement...
There was a reason.
That reason, my reason for playing big even when it’s so damn uncomfortable, is my son Jesse.
I hope someday this book and the results will make him proud to be its inspiration.
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The Incubated Author – An Introduction
“Your work is to discover your world and then with all your heart give yourself to it.”
~Buddha
There was a lot of nervous laughter and shuffling when I asked them to write the list of
reasons they should NOT be allowed to lead a movement. I gave them 10 minutes to write
freely, and not one pen came up off the page. Not a second of writer’s block in the house.
The reasons kept flowing.
“I don’t even know what my movement is.”
“I’m overweight and not attractive enough for TV.”
“I may not actually be smart enough.”
“I haven’t sold anything yet.”
“I’m still not healed all the way.”
“I don’t even really want people to know what I’m doing.”
“Actually, honestly, I’m not that good of a writer.”
“I don’t have the right qualifications.”
“Someone else already has a book or movement on this topic.”
“I don’t have the organizational skills to run a movement.”
“I wouldn't have anything particularly relevant to share.”
The timer buzzed, the nervous giggles continued, and there was almost a sense of relief in
the room.
“Look through your list,” I said, “and be sure that if I ask you, you could give me three
pieces of evidence supporting that each of your statements is true.” I quizzed a couple of
them to be sure they knew how serious I was. I didn’t cross-examine their evidence.
I gave my next assignment.
“Now, re-write those sentences flipping all the negative statements to positive ones.” They
squirmed and struggled. Instead of the 10 minutes it took to originally write them,
reversing the sentences took at least twice as long. It wasn’t hard —
their brains were just frozen by the weight of the request.

I asked them to share again.
“I’m flexible and can easily adapt as my movement takes shape.”
“I am the perfect weight for the followers I want.”
“My healing journey will be important to my followers.”
“I’m a good-enough writer.”
“I do have the right qualifications.”
“No one else can write the same book as me.”
“I would have anything particularly relevant to share.”
“Now,” I said calmly. “Give me three reasons why the opposite is also true.”
I scanned the room. Meka gave me some of her reasons first, then Sasha, followed by Jodi.
Each provided evidence that the OPPOSITE of their biggest fear was true. They were
convincing reasons, too.
And that’s when I broke the news to them. There is no such thing as truth about a matter
like this. You are only, ever, exactly as qualified to lead a movement as YOU decide you are.
Or not.

Step One: Inspire by Anointing Yourself
Could we find evidence you aren’t cut out for this? Sure can, all day long. Could we find
evidence your followers couldn’t be luckier to have you? Yup, that too. There is no way to
prove either statement to be true, so let’s pick the one that feels better to us.
Who decides whether you are good enough or worthy enough to start a movement? There
is just no possible answer to this question except you. If anyone else tried to decide, let’s
say me, for example, what would be the authority on which I stand? Nothing testable for
sure.
What about Spirit, Source, or God? Could that be the arbiter? Sure! I’m all in for that! But
who would have access to that information and what would it look like? Your relationship
with Source, if you have one, is yours and yours alone. I would posit, however, that if the
idea of starting a movement is coming up for you, that’s exactly the Universe’s way of
letting you know what it has in mind for you.
You and you alone can decide if you should start a movement.

And this is the good news. Your authority and worthiness can never be threatened, because
you hold the keys to them. And because only you can decide if you should start a
movement, this decision is among the boldest acts of courage and one of your first gifts to
your movement. When you anoint yourself as the leader of this movement, you inspire
your followers. In fact, until you accept your role as leader in your heart, until you anoint
yourself, you won’t have followers at all. And it’s your followers who transform you from a
person with a message to the leader of a movement.
Self-anointing has a long and ancient history. When you anoint yourself, you are given a
new heart along with the ability to control our emotions in new ways, new words, new
abilities to share our message, new followers, and new means to surround them and
support them. It is also said that we are given new enemies, because great leaders have
great enemies, and new authority, so that we may be trusted to show humility, honor, and
confidence in decision-making.
I know you think this is about your movement and the people you are here to help, and
there is no doubt that it is. But even more than that, it’s about you in a leadership role. It’s
about the identity you need to embody to make this movement work.
Martin Luther King, Jr. once said, “Whatever affects one directly, affects all indirectly. I can
never be what I ought to be until you are what you ought to be. This is the interrelated
structure of reality.” At the core, it’s that structure of reality that we’ll be exploring in this
book.
In Chapter One, we’ll determine who your movement is serving, we’ll identify their shared
suffering, we’ll come to understand your enemies, and we will be able to notice your likely
early followers. In Chapter Two, we’ll align the beliefs and values of your followers, and
identify what bright outcome we are moving toward and which details we are hoping to fix.
In Chapter Three, we dig into your Hero’s Journey, draw together your influences, and then
BAM! It’s time to create a book that makes a difference. In Chapter Four, I show you exactly
how to create and launch a book that ignites a call to adventure for your mission. Chapter
Five is all about what “Funding Your Mission” takes. You’ll learn the mechanisms and
milestones to measure your success, how to create a tipping point, and how to create the
easiest, simplest model to really fund your movement. And in Chapter Six, you’ll see what
it’s going to take, and understand my wish for you at the end of this, when you can see what
the next five or so years would look like if you’re really committed to your movement. My
goal is that by the end of this book you can, with clarity and intention, go all in and face
some of the challenges of leading a movement with “clear eyes and full hearts.”

Chapter One: Why Start a Movement?
Wheresoever you go, go with all your heart.
~Kongzi
This book is about more than writing a book. The Incubated Author has a bigger vision. A
vision for each book to become a piece of the puzzle, a step to starting a movement that
matters, to having a following of hundreds, thousands, and, someday, millions. Starting a
Movement is about understanding all the steps that I’ve discovered from working with
authors over the last five years who wanted more than a book. My entire career has been
spent with authors who wanted to write books and sell lots of copies, but in the last five
years I’ve really focused on working with authors who want to start a movement with their
message.
What are the things that make a movement? How can you take a book that can make a
difference for one person and turn that into a movement with hundreds or thousands or
millions of followers? How do you build a tribe? How do you nurture that tribe? How do
you show people a new way of thinking about a problem?
If you’re familiar with my work, you know that I have a very particular meaning in mind
when I talk about making a difference. Making a difference is about having a powerful
message of hope, healing, transformation, change, and revolution, but it’s also about getting
that message into peoples’ hearts and hands and actually making tangible, measurable
differences in their life.
You aren’t making a difference if somebody doesn’t know about your idea, even if it’s the
best idea in the world.
What I have seen with my authors who really break through and start a movement is that,
yes, they have that concrete transformative message, but they’re also doing the work that it
takes to get that message to people.
If you think about the message that Jesus had — and it doesn’t matter what your feelings
are about Jesus — but he had a message, and let’s say that he sat down in his living room
and took a nap instead of sharing it. That message, it could have been the best message in
the world, but in order to spread the word, he had to go get disciples, and he had to get
apostles, and he had to get out there in a very vulnerable way. This is not a pleasant
experience all the time.

A Servant’s Heart
To make a difference, I truly believe you have to be willing to be uncomfortable, to be
willing to share your message with people, and to really put yourself out there. Not on
behalf of your ego, because I really don’t think that works, and even if it did, I wouldn’t be
super-interested in it. But on behalf of the people whose lives you want revolutionize.

I talk about having a servant’s heart, and often my clients have such a pretty image of what
having a servant’s heart would be. I think they picture Mother Theresa washing the feet of
the lepers, and they’re thinking, “Yes, I’m a servant, I would love to do that.” But so often,
having a servant’s heart looks a lot different than that, and really being in a place to serve
has a lot to do with building your own leadership muscle, building your own boundary
muscle, and becoming an object in motion. Becoming a forward-moving being. Inertia
works powerfully in all of our lives, and so, there is a strong desire to not move forward
and not take action until we know if it’s perfect or we know if it’s going to work, or if we
know that it’s valuable—we want empirical data that it will be valuable. But those things
don’t come first. It works the opposite.
I was overweight for a very long time, and I thought, when I lose weight, then I will feel
good, wear pretty clothes, and love taking pictures of myself. What I learned was, I had to
feel those things and do those things in order to lose weight. And it’s the same thing about
building a movement with your message. You will need to be the leader of that movement
before there are even followers, and, as their number grows, your leadership will always
need to be one step ahead of them.
Recently, I was talking to a client. She is a ship’s captain, she has a sailboat in the Caribbean,
and she was saying that one of the most important things she’s learned about being on her
boat is that if you are not in motion — if you are just docked in the harbor — you can’t
steer the ship. There’s no steering functionality. You could stand at the helm and you can
move the ship’s wheel but you won’t go in any particular direction.
So many of the authors who have told me they want to make a difference and they want to
have a tribe of followers are standing parked in the harbor, with the anchor down and the
lines tied, and I watch them steering the steering wheel, but not really going anywhere.
In this book we are going to explore how you get the ship in motion. How you become the
leader of your movement — even before the movement is where you think it needs to be —
to be that leader.
One of the keys to doing that is making your success and the success of your movement
inevitable.
What are the actions that you need to take to make your movement inevitable?
One of the ways that I look at that, is to look at the people who have built a movement.
What did they do? And what can we learn from them? What did they do intentionally,
maybe, but subconsciously as well. Will a book be a part of it? Sure! You know I love books,
but we need to understand what your movement even is before we can write a book that’s
going to beautifully feed into that movement.
A lot of people will come to me and they’ll say, “I really want to start a revolution in selfcare.” Or they’ll say, “I want to start a revolution among young women because I want them

to all know they’re good enough.” Or they’ll say, “I want to start a movement for graphic
designers and other freelancers, so they’re charging what they want to charge.” But they
haven’t really thought through what that movement looks like. Are we rallying? Are we all
going to get on bicycles in Portland? How will you know you have a movement? And in
order to write a book that is going to support that movement in the best possible way, we
have to know what that movement’s going to look like, and then we have to get people in a
position where they are begging to be a part of it, when they’re so clear on where they’re
going they can’t wait to jump on board.
A book will be a part of that, but it has to be the right book.

The Selling Lots of Books Fallacy
The first thing you need to know is that most book marketing information in the
marketplace today is about selling books. Most book marketing techniques are designed to
drive book sales. While it may seem counter-intuitive, focusing on how to sell the most
books is not the most productive way to create your book or to support your movement. A
book that would sell lots of copies has different qualities than a book that makes a
difference and a book that starts a movement. That doesn’t mean you won’t sell book
copies, but you need to understand a little bit about the traditional publishing industry and
the liminal phase in which we find ourselves in the world of publishing.
Traditional publishers operate like a casino, and they will place bets on ten or twenty or
thirty or a hundred different authors, knowing that only a fraction of those are going to be
successful. What they are doing is covering their bets. They’re placing bets across the
spectrum, knowing every book isn’t going to hit, but the goal for each of the books is book
sales. So, when you work with a traditional publisher, you get an editor and you get a
designer, and the editor and the designer and the other book publishing professionals that
you work with, they are working for the publisher, they are working on behalf of the
publisher’s interest.
The publisher has purchased the rights to your intellectual property, and their job is to
“exploit” those rights. That’s what the advance bought them, and now they’re trying to
make the most of their bet, and the way that they’re going to do that is by optimizing your
book for book sales. That may mean, when you look at the book cover, that it makes no
sense to you, but it’s something they think is going to connect with a hot market and make
you more of a more likely American Idol winner rather than the stand-out contestant.
Really weird or really controversial or really stand-out ideas are not good bets. Jesus would
have been a terrible bet for a publisher today. They would have been much more interested
in a book by the Roman Emperor of the day, because it would be a guaranteed bestseller.
If you are trying to start a movement with your book, you are not going to be in a position
to have the most book sales, which is great news, because we don’t want the most book
sales. We want the most rabid people to buy your book. In other words, we don’t have a
target of two billion Christians, what we’re looking for right now are those first twelve Jews

to get behind the idea of you being the Messiah. We are looking for those most dedicated,
most bought-in people, people who are really ready to be a part of your movement — to be
your apostles.
Your first twelve apostles are the people that are in the most pain and the most prepared to
get out of that pain, to see the light and to join your cause, whatever that cause is.
What I see happen with people who have the dream of starting a movement with their
message is that they spend tons of time trying to get that message right, but they’re trying
to get it right the wrong way. They’re either asking themselves questions or they’re directly
asking other people.
What is so much better than asking people if they like the wording, or the logo, or your new
website, or whatever it is you’re doing, is to actually take the risk of putting it out there and
see if people respond in the real world. Go have a sales conversation, or set up a sales page
and drive traffic and see if they buy. So, rather than asking people, “Hey, would you buy
this?,” do some real-life experimenting. This is called market validation.
Before you even write your book, before you get really committed, in your head, to the
wording of your movement, let’s see if we can “sell” it. How do you know you have the
makings of a movement?
Get followers on a Facebook page
Get clicks on a Google Adwords ad
Get sign-ups for a free call
Post a flyer in your local coffee shop and get calls to a phone number
Don’t worry about whether you can fulfill the expectations of the callers. You can put them
on a waiting list and tell them it’s coming. You just want to see if you can make the phone
ring or your inbox fill up.

The ‘Oops I Wrote the Wrong Book’ Mistake
One of the biggest mistakes I see people make is that they write the wrong book. They write
the wrong book because while they’re incredibly focused on getting the message out there,
they don’t even know if they believe it. They’re not even all bought in.
I have seen the power of our programs, the power of our ability to launch a book into the
world, and the almost negative power that comes up if you write the wrong book. When
you have a book, you move your career forward light years faster than people without a
book. You might be two or three or even four years down the line in your business by
adding book, but if you don’t write the right book, we’re pushing you four years down the
line in the wrong direction.

Having that market validation, is a concept I’ve adapted from Eric Ries’ book, The Lean
Startup. He calls that product you test with a Minimum Viable Product, or MVP. What’s the
smallest notion of a movement that you can get people enrolled into?
Author Janette Dalgleish wrote a two-part series with us. Her books, Your Everyday
Superpower and Mastering Your Everyday Superpower, are two of the best we’ve ever
published, and they are written for skeptics of the law of attraction, to help them see the
link between LOA and hardcore brain science. Janette is a beautiful writer, and at the time
that she wrote the book she was really excited about working with skeptics of the law of
attraction. Until she worked with skeptics of the law of attraction.
It turns out that if you love the law of attraction, it’s no fun to spend your time with people
who doubt that the law of attraction really works. Janette definitely had a book that could
start a movement. She had a ton of interests, clients, and the market validation we’d be
looking for, but what she didn’t have is the passion to be the leader of that movement.
Today Janette calls herself a Soul Archaeologist, Brain Whisperer, and Joy Pilot, and is
running a website called Identity Shift Ninja. She’s totally passionate about her mission to
wreak more joy in the world using brain science and LOA, but her new positioning does not
attract very many skeptics, which is just more fun to her. That’s not to say you can’t be the
leader of a movement of skeptics, but now Janette doesn’t have to explain brain science
four times a day, and her clients have something solid to give their doubting loved ones.
But her books weren’t the right ones to start the movement she’s passionate about.
To start a movement the right way, you want to make sure you’re writing the right book,
and we do this with market validation. You can test your ideas with ads, Facebook posts,
blog posts, guest articles, and in other ways where we can see if people actually take action
rather than just telling us they will.
Eric Reis says this approach “isn't simply about spending less money. Lean isn't just about
failing fast, failing cheap. It is about putting a process, a methodology around the
development of a product.” For our purposes, it’s taking this from his ideas of product
development to movement development — but the principals test out.
If people are not feeling your message, if they won’t sign up for a free call or an eBook
preorder, for instance, we either need to change the message or we need to change the
communications around the message. Of course, the other obvious mistake that people who
want to start a movement make is that they don’t write a book at all, and if you want to
have a movement the number one most critical component is having a book. There are lots
of reasons for that, starting with the credibility it gives you as the author of that book, and
the media opportunities and the speaking opportunities that come with being an author,
but also, and perhaps most importantly, attracting those first 12 apostles. I don’t think that
your first book about your movement needs to be a $50,000 or 5-million copy bestseller
like a Malcolm Gladwell book in order for us to be able to generate significant evidence that
you are starting a movement.
Building that evidence, to me, is so much more important than the book sales, because if

the book sales end there, who cares whether you sold the book if you haven’t been able to
rally people to be a part of your cause, if you haven’t really changed people, if you haven’t
made the difference that you’ve committed to making at the beginning of the process. All
you have is a book. And by the way, building that evidence also usually means you make
money. Sometimes more money that you can selling books.
You with me?

The Less Important Than a ‘Lost Dog’ Mistake
The next mistake that I see is that when starting a movement, people focus on being
perfect. The truth is, there is no way to get it perfect because there is no arbiter of perfect. I
say, if you really care about this movement and the people who this movement is going to
help, then start now. Start your movement with flyers. Start your movement with crappy
free websites. Why would you do that? Why would you put it out imperfectly? Because you
care about the people on the other side of the revolution! If you’re really doing it for your
people, you’ll put up an imperfect website. You’ll get your message out there, even if it’s
homemade flyers posted on a billboard at Panera.
Think about this. What if your mission in life was to get your lost dog back. Yes, some
beautifully designed posters may be nice, but time is of the essence. You need to get your
dog back, and I want you to have that same urgency with your movement. The idea of
waiting to put it out perfectly would almost kill you because you know what that would be
doing to your people.

The Oprah Mistake
I talk to people who want to write a book all the time. One of the first things I ask is, “What
would success with your book look like?” Sometimes they tell me it’s helping just one
person, or just writing it and finishing it. But most of the time, when I peel back the layers,
there is a secret desire. A desire to be on Oprah or on the TED mainstage. Some people have
told me, “I want a million followers on Facebook,” or “I want a million-dollar advance from
Random House.” They’re so focused on those specific outcomes that they can’t see the next
steps in front of them.
Picturing the million-dollar advance or the special segment on the O Network actually
BLOCKS you from being able to see the next steps in front of you that are REQUIRED before
Oprah or TED or Random House come knocking. Just hoping “I’ll just write something
really good and then I’m going to be discovered” is like playing the lottery. That might be
fine if it was just about vanity or ego, but if we have a revolution to start, if we have
peoples’ lives to change, we don’t have time to hope that we get plucked out of a line or
selected randomly in a lottery.
Can you imagine doing that if you lost your dog? Just hoping someone turned up with your
pooch with no effort of your own? It kind of sounds crazy when you think about it like that.
It’s almost like you don’t really love your dog that much or don’t mind if he’s gone forever.

Is that how you feel about the people you want to help?

The Next Three Steps to Starting Your Movement
The first thing that every movement needs is a vision. Now, you probably think you have
that vision, but I want you to work through this process with me, which will include that
market validation we talked about so that we can find out if your vision is viable. If your
vision isn’t connecting and resonating with other people, we may need to change the
message, we may need to change the places where that message is heard, or we may need
to change the market you are targeting with the message. Until we know who wants this
message, where we can find them, and what the message is, we actually don’t want you
writing the book, because I don’t want you to end up with a book that isn’t for your people
and I don’t want you to end up with a book that it isn’t right for you.
Writing the wrong book is like posting notices about your lost dog inside libraries in San
Francisco when you last saw your dog running through Central Park near where you live in
New York City.

Step Two: Notice Likely Apostles
Let’s start off with who you want to make a difference to. This is the person you most want
to change. This is the step that almost everyone skips, or just assumes, “I’m the target
market, so I already know who I’m serving.” And really, that’s a movement that falls apart.
That is definitely not what is going to get your movement to the next level, because people
are surprising.
Even though you may have been that person at one point, it takes a lot of work to
remember what you were thinking and feeling before things changed for you. I want you to
actually define the person you’re trying to serve, think of this person as your apostle. Who
is your ideal revolutionary? Who is the person that you most want to convert, and who will
go out on your behalf and convert more people? Who is your “John the Baptist?”
This is an individual person. It could be a composite for you, but even this composite must
be based on people who really exist, who have real problems. The way that they describe
their problems may not be — in fact, almost certainly is not — the way you describe your
problems.
I want you to think about three people that you’re trying to serve. Name them, describe
what they look like, what they do for fun, what their frustrations are, and how they would
explain their frustrations. What are they looking for?
These first people we’re looking for, for you, are the early adopters. They’re at the bleeding
edge. These particular people are not going to be the mainstream when this is a
mainstream idea, these are the people to help you start the movement, and so, there is
something special about these early adopters. That’s why we’re not just going for mass
book sales. If we were, I would tell you to write another Twilight book or another Harry
Potter book, but what we’re going for is building a movement, so what we need here are

apostles and disciples to spread the word.

Step Three: Communicate Shared Suffering

The next step in making a difference is to identify a shared oppression or shared pain
among the people who are likely to be your early adopters, so we need to understand your
future disciples’ lives now. We need to understand the “before” so that we can create the
“after” in a way that will resonate with them.
Let’s say you want to have a revolution for freelancers. You think all freelancers should be
unionized. The next question to ask is, what is the shared pain of the people who are likely
to be the first people to get on board with your movement?
Sara Horowitz, the founder of the Freelancer’s Union, is, according to their website, “the
daughter of a labor lawyer and granddaughter of a vice president of the International
Ladies’ Garment Workers’ Union.” Now, her reason for starting this movement might be
about carrying on a family tradition or because she believes in the labor movement. Sara
might believe freelancers are being exploited and that in order for freelancers to have a
chance, they need the benefits of collective bargaining in order to get affordable insurance.
But you know what? Those early adopter freelancers probably weren’t thinking about
America’s long history of Worker’s Rights. They were probably thinking something like, “I
need to get paid more and I need to stop having to deal with crazy clients at 3 a.m.”
Your job here is to communicate that shared suffering, that shared pain, something you
agree with but that your early adopters would also recognize for themselves before they
are fully converted. You need to understand what their life is now, “before,” and what it’s
going to be after the revolution has been a success.
Here’s something from the Freelancer’s Union, right on their homepage:
“8 out of 10 freelancers get stiffed by deadbeat clients. Annually, an unpaid freelancer loses
an average of $6000 in income due to client nonpayment.”
Whoa Nelly! That sounds painful! $6K in lost income for 80% of freelancers! Now we’re
talking! Much more powerful than a dissertation on the rise of the 40-hour work week.
What problem are you solving, and do the people you want in your movement want
that problem solved?
You want to solve self-care and self-love, and you want to help people through a transition,
and you want people to meditate so that they aren’t so filled with anxiety, but the part you
are not clear on is, what does your ideal apostle want to be seen wanting? What is the
problem that they want solved? What’s driving them crazy? How is it holding them back?
What is the cost to them of staying where they are, and why can’t they get there without
you?

Step Four: Understand Your Enemy
You know what all powerful movements have? An enemy! You can’t be the hero if there
isn’t a villain. Every movement needs an anti-movement; every revolution has to have a
dictator. Your movement isn’t necessarily about destroying this bad guy, but we want to
put you in contrast to someone or something. It helps us ground ourselves in what the
revolution is that you’re bringing and what the revolution isn’t.
There has to be someone who would be totally against your movement in order for your
movement to be something to fight FOR. I’m going to go back to my buddy Jesus, because
Jesus’ whole message was about love, right? Who can be against that? Everyone’s “all in” for
love. But Jesus wasn’t really about love, he was about loving your enemies. Love even if
someone’s trying to kill you. He was about love even when somebody was a criminal. He
was about love even in the face of being publicly shamed. And many people were really
against this, because they felt like it was impractical and unsafe and just a generally terrible
idea. There are still people today, clearly, who are against that.
One of our bestselling authors, Jill Angie, has written several books about running for
women of all shapes, sizes, and speeds. You might ask, “Who would be against women
running?” You know those pickup trucks that go with the “No Fat Chicks” sign in the back
window, that sticker? Those people! That’s who! Body Shamers are the enemy of Jill’s
movement. And there is no shortage of Body Shamers who feel perfectly justified in their
quest to live in a world of smaller women.
Without an enemy, you can’t get followers and you can spread the word with your message.
You can make a difference, but a movement needs you to construct a bad guy.
I don’t want you to vilify your enemy. I want you to understand your enemy so that you can
know who your movement is not for. Not because they’re bad or shouldn’t have a
movement, but because your enemy needs to be defined narrowly enough that it’s an
identifiable group. An individual person, or “all men,” or “all of Western society,” or “all of
anyone who doesn’t believe in love” — these are not helpful enemies. We want to have a
group that we can identify. They don’t have to be currently around, so it can be something
from the past. Who would be totally irrelevant if your movement succeeded?
By the way, this is what PR agencies do all the time, and it is a really key part of corporate
communications. Even Apple has a bad guy, I bet you know who it is, and Apple’s done a
really great job of making PC the bad guy. Remember those fantastic Apple vs. PC
commercials from a few years back? But has PC made Mac the bad guy? Well, they tried a
couple of times, but they don’t really have a movement, they have a commodity. See, not
having an enemy doesn’t mean that no one will ever buy your stuff or you won’t make a
difference, but what I really want to focus on are the commonalities, whether conscious or
not, among people who really have a movement with their message, not just a book that
matters.
In the next chapter we’re going to talk about actually starting the movement, but in order

to make a difference, you need to be very clear on who you’re trying to make a difference
for, what the shared pain or discomfort that they would all admit to is, and who the bad guy
is in your story. Then, we can start to make some magic.

Inside the Author Incubator
On Market Validation
Q:
I’m thinking, it would be really cool to run my ideas for my movement by actual people,
rather than act it out ourselves? Is there any reason I shouldn’t do that?
A:
When you ask people, you’re tainting the research, because they will always tell you what
they think you want to hear. Even if you said to somebody, “Don’t tell me what you think
you want me to hear,” they will be doing just that because you, as a researcher, are affecting
your research.
Surveys and quizzes and asking doesn’t work, that’s why we’re talking about market
validation. For instance, try this: Come up with the name of your movement and do a free
call by that same name. Let’s say you did a free call titled “Free Your Inner Author.” If
nobody comes to that free call, you haven’t found the messaging yet. If they won’t pay the
price of their email address, then you know.
Now you could call ten of the people who saw the ad for your free call and never clicked on
it and you could ask them, “Hey, I’m doing a free call, do you think it’s a good idea? Here’s
the name of it.” I guarantee you eight out of ten of them will tell you they love it and they
will be there. But when you actually ask them to sign up, they take no action, so that isn’t it.
It seems like a good idea. I really wish it was.
This is exactly where most people go wrong, so your urge is normal.

Chapter Two: The Truth About Making a Difference
"If your actions inspire others to dream more, learn more,
do more and become more, you are a leader."
~ John Quincy Adams
In Chapter One, we asked who your movement is in service of. What is their shared
suffering, and who’s the “bad guy,” or enemy of your movement? In this chapter, we are
going to get serious about what it takes to move these early adopter prospects you’ve
identified to take action and join your movement.

Step Five: Baptize the New Bliss
Back in 2014, Nancy Duarte presented some research at the World Domination Summit in
Portland, Oregon that I found fascinating. She says that to persuade an audience, you need
to create a tension between what is and what could be. She calls that possible future, when
they adopt your ideas, the “New Bliss.” I’m going to borrow that term in this book with
credit to her. Duarte says we need to alternate between reminding people of the current
status they’re in and then revealing the path to a better alternative. By doing this, she
explains, we create a conflict that needs to be resolved. Without that gap between what is
and what could be, there is a temptation to accept that the way things are is the way they
must be.
The next thing we need to know is what you will build to replace the old paradigm. What
are we working towards? You need to have a crystal-clear vision of a new reality that we
could be living in. The messaging app, Slack, offers a crystal-clear reality of life without
email. Kind Bars has a crystal-clear vision of snacks with real ingredients, where you can
read the ingredients on the labels and understand what they are. Tom’s Shoes has a crystalclear vision of a buying economy where wealthy shoppers subsidize under-developed
commodity needs of the underprivileged, and enjoy doing it.
If we were to paint the biggest picture possible of what this new paradigm is for your
movement and we go beyond your early adopters, past the tipping point to the mainstream
adoption where just about everyone’s involved in your vision, how is that world different?
For Slack, in its New Bliss, email is dead.
For Kind Bars, in its New Bliss, highly processed food is dead.
For Tom’s Shoes, in its New Bliss, basic commodities like water and shoes are available to
all at prices they can afford.
What’s the new world that your ideal reader is going to live in? Now, this doesn’t mean
we’re going to be there tomorrow, right? We’re going to get grounded in reality, but I want
you to see the power of having this vision in your head.

Martin Luther King, Jr. had this vision. He said, “I have a dream that, one day, this nation
will rise up and live out the true meaning of its creed that all men were created equal.” His
image is that this nation, not just black people or oppressed people, will rise up — that’s the
New Bliss (not the later-this-week bliss but the somewhat-distant-future bliss that he held
space for on our behalf). He continued, “I have a dream that, one day, my four little children
will live in a nation where they’ll not be judged by the color of their skin but by the content
of their character. I have a dream that, one day, little black boys and little black girls will be
able to join hands with little white boys and little white girls as sisters and brothers.”
We live that New Bliss now, right? And, obviously, I’m not saying there aren’t still racial
issues, but that specific dream that he characterized, we’ve seen that dream play out for
many of us in our lifetimes.
I want you to write your own “I Have a Dream” speech and to really get clear on what the
world would look like if your movement actually succeeds. What is the “happily ever after”
when we’re done with this movement, when it’s worked, what could the world be like? I
want you to have these concrete images so that people know what they’re working
towards, and so that they trust you to hold space for that bigger vision. Even if you weren’t
around to run your movement anymore, people will know, this is the vision we’re marching
to. In fact, Live Your Legend founder Scott Dinsmore isn’t around to run his movement
anymore. He died tragically in a 2015 mountain climbing accident, but his movement
continues on.
When MLK gave his very first speech, he didn’t have the exact, same audience that he had
for the “I Have a Dream” speech on the steps of the Lincoln Memorial. It was a different
audience. So, tomorrow, you’re not going to have the Lincoln Memorial-sized audience.
You’re going to have the church basement-sized audience, but the core of your message
isn’t going to change
A lot of times my clients seem to be thinking, “Oh, first, I’m going to grow an audience, and
then I’m going to have my real movement, then I’m going to have my real message.” But it
actually starts with you having this vision now, in the church basement. The vision doesn’t
change, your audiences change as you step into the role of leader of that movement. It’s
you who hasn’t shown up yet. Not your people! They are waiting for the messiah to come.

Step Six: Align Beliefs and Values
The other thing that doesn’t change are the values and beliefs that unite your community.
In order for people to take action, they need to grasp how you and your movement are not
only different but how your tribe is going to help them get to this New Bliss. Let’s start by
identifying the beliefs that bind your community together. What are their core values?
What does everyone in the movement believe? And then, what’s that line in the sand that
are the nos? I want you to push yourself to be polarizing. There has to be someone who
would look at that list of values and say, “Hell, no, that is not for me.” Just like you need an
enemy, you need to understand what are and aren’t your tribe. That helps people identify

whether your movement is for them.
One of the best examples I’ve ever seen of this is Donald Trump’s recent presidential
campaign. Never mind what your personal opinion is of him; Trump has done a beautiful
job of identifying (in a very polarizing way) what the “hell, yes” and “hell, no” values of his
community are.
Every time he talks, he uses two words; he uses “we” and “they.” So, he doesn’t talk about
“I,” it’s: “We’re making America great again,” and they’re – what? – intercepting our
borders,” or “they’re committing crimes,” or “they’re celebrating planes flying into
buildings.” Saying “we” and “them” is part of the way he uses language to create a
movement of people who are behind making America great again: “We’re in this.”
It makes those people who aren’t supporting Donald Trump the enemy. It’s the people who
believe in his values, they get what the values are, they’re very clear that they’re in, and it’s
very clear who’s out. Everyone can really quickly identify as in the circle or out of the circle.
He’s not being all-inclusive. There’s not a big tent, there’s a very clear “us versus them.”
There has to be a “Yes, we believe this,” and a “No, we don’t believe that.” There have to be
insiders and outsiders. For many of you, this will be an area of major resistance because
you want to include everyone. I know that might feel good in the conception phase, but
when no one is following your movement, it’s a lonely road.
I want to change the publishing industry to be more oriented towards long-term service for
readers and less oriented to immediate book sales for publisher revenue. I actually believe
publishers can make more money, authors can have more control, and readers can get
more problems solved — but it requires a major disruption. That’s why one of my enemies
is the book-writing workshop. But that doesn’t mean that I think people who run them are
bad. One of the values that’s outside my circle is the idea, “Writing is a craft.” That’s still a
very positive value, and it’s not a value that I’m against in theory, but it’s not part of this
movement. I don’t want you to just put things outside the circle that are so intensely
negative that nobody would get behind them. If you have something outside your circle
that’s negative, find a way to say it that is positive—perhaps the way somebody from
another movement, the book-writing workshop movement, for example, would say it.

Step Seven: Target the Primary Pain Point
As important as it is to know the New Bliss you are driving towards and to know the values
of the community, these are attractors but not activators for change. Harvard economics
professor N. Gregory Mankiw has a pretty popular theory on what motivates people to
change. He posits that consumers are weighing a trade-off between what they have now
and the cost of what they want. “This creates an important check on spending power and
tends to forcefully prioritize the consumer's spending practices,” Mankiw writes. “He first
meets his needs before fulfilling non-necessary desires.”

What this means to you and your movement is that your New Bliss is a pretty picture, but it
will also seem unlikely to come true in the skeptical eyes of consumers, and so committing
to this New Bliss will feel like foregoing the sure thing of what they have now for some
unnecessary desire for a possible future difference. Said another way, your early adopters
just aren’t going to believe the risk of the possibility is worth the investment in the vision.
Where does this leave us? Well, what it means is that we need to go back to that shared
suffering from step three and identify a trade-off that we can win with our early adopters. I
call this the process of targeting the primary pain point.
Martin Luther King, Jr. had a big dream for his community, but there were many more
immediate problems that needed to be solved before that dream could become a reality. If
we’re moving towards the day where “my poor little children will live in a nation where
they’ll not be judged by the color of their skin but by the content of their character,” then
we’re moving away from segmented schools. So, if I were coaching MLK, what I would be
saying to him is, the book we need to write is about why we need to desegregate schools.
The first families that were affected by their kids being bussed to inadequate schools, when
they lived next door to a perfectly good school, those were people who might not otherwise
be activists. They might not naturally gravitate towards being in the movement to end
racial injustice in America. These could be just quiet, everyday citizens, but suddenly, their
brilliant daughter who lives next door to an amazing school can’t go there, and has to be
bussed for five hours a day, two-and-a-half hours each way, to a really crappy school. And
so, the “reluctant consumer,” who is now so moved to action by the injustice or pain they
are facing, is suddenly able to make the trade-off that it’s worth it to them to be a part of
this movement.
No matter how big or lofty your vision is, your book is going to be about the primary pain
point. Kind Bars couldn’t start by getting processed foods out of grocery stores. They
started with the problem their early adopters had: needing healthy, affordable snacks.
Slack couldn’t start by running ads to eliminate all email across the globe, so they started
with small, tech-savvy, virtual teams who were actively looking for a solution to email
overwhelm. Tom’s Shoes might want all of us to send money to a developing country every
time we shop, but that trade-off is too much to ask for no matter how gorgeous their vision
is. And so they offered us cute shoes at a reasonable price, and did the heavy lifting to send
shoes to developing communities on our behalf.
When you get specific about the most immediate problem in front of your most likely
apostles or early adopters, then you can start to see how you can create a trade-off that is
an easy yes for them to get on your vision-train.
My big vision, for instance, is about changing the publishing industry so that it’s more fair
to authors, better for readers, and more stable for publishers. But going straight to that
vision will not help me start a movement. My early adopters are people like you who WANT
to make a difference, who NEED to help people in a way that matters.

I know I can get you worked up about not being of service, about your life not being put to
use, about the lessons that you’ve learned not being taken into account when you shape the
rest of your life, right? If I say to my community, just write a book and who cares if no one
reads it, that wouldn’t be enough for them. Over and over again, my clients say to me, “No,
this book has to actually help people, I’m not doing it just to hear myself talk.” That’s where
the desire to change just rises to the surface. Solving that problem makes it worth the
trade-off to join this movement. (Which I hope you will do if you haven’t already!)
In the next chapter we’ll talk about your book, and what your book needs to be about to get
people to buy and engage. The early adopters are less able to see the future vision that
you’re building than you are. We need to reverse-engineer the steps to your New Bliss.
So, if we wanted to get to that New Bliss, if we wanted to get to that ideal, what is the next
thing that the people who are likely to be a part of this movement will need to take care of?
I want you to identify how you want your reader to be different at the end of the book.
What is it that you can help them move away from that will allow them to see the bigger
vision of what’s possible for them?
When we have all that in place, when we know what you are moving toward and what they
are moving away from, then what we need is — andthis is our big turning point in our
journey — an igniting call to adventure. And that’s precisely what we’ll talk about in the
next chapter.

Inside the Author Incubator
On Winning People Over
Q: Are we defining things from our perspective or from other people's perspective?
Because I think that those are different. I think my people would say one thing and I think
something else.
A: You have to define everything from your people’s perspective. When you define things
from your perspective, you are likely to judge others or make them wrong. One of the
things I notice Movement-makers trying, often with little success, is to convince the very
people they want to help that they’re wrong. When someone comes to me, and they’ve been
trying to write a book for twenty years, I don’t say, “The enemy is the choices you made not
to get your book done, like going to writers’ workshops that encourage the culture of
working on a book instead of finishing one.” I say, “Of course you went to a writers’
workshop, because they’re out there and sold you a bill of goods that it was making a
difference.” So, I don’t make our prospects take responsibility for that because that’s really
making them wrong when I’m trying to get them into our movement. It can’t just be that

every single one of those people is stupid. I focus more on who might have been preventing
them from knowing the information that’s our almost God-given right to know.
But it’s basically the system that benefits from writers’ workshops whose attendees don’t
know how to make money from their books. They keep down competition and generate
income at the same time. The system is doing what it’s designed to do, but the system also
benefited from not teaching you how to get a book actually finished. So, that’s really where
I think your power is, it takes away from them being the bad guy, because they made bad
decisions, of course they did! Everyone — almost everybody — has made all the same bad
decisions.
And it’s just like, if you listen to Martin Luther King’s “I Have a Dream” speech, you can hear
that he’s not blaming individual listeners or saying that little black boys and little black
girls can’t hold hands as brothers and sisters. He’s basically saying that this system is
rigged so that little black boys and little black girls lose. Of course you’re not holding hands,
you’re not even allowed to go to the same school!

Chapter Three: Creating the Right Book to Ignite Your Movement
“You never change things by fighting the existing reality.
To change something, build a new model that makes the existing model obsolete.”
~ R. Buckminster Fuller
In this chapter, we are going to talk about how to create an igniting call to adventure for
your movement. There are lots of ways to kick off a movement, but the way we are going to
create that igniting call to adventure — because it’s probably more fun than a bomb blast
or a tornado — is with a book and with a book launch.
One of the ways your book can be more than just a solution to a problem — more than, say,
a “For Dummies” book, has to do with you and the relationship your reader has with you.
You can build that relationship by establishing yourself as the hero of the journey to
discover this New Bliss we’re headed for.

Step Eight: Engineer Your Hero’s Journey
I want you to think about how you came to lead this movement through the lens of what I
like to think of as the reluctant hero. A reluctant hero is an ordinary person who requires
motivation to start the cycle of the hero.
That is part of how we’ll answer the question: “Who are you to lead this movement?” When
you tell your story as the reluctant hero, that’s also the story of all of the people in your
movement. You say, “Hey, I didn’t want to have to learn how to solve this problem, but
that’s the hand I was dealt.”
What you want to do is create a story that starts with where you were before the “call to
adventure.” Joseph Campbell calls this “the ordinary world.” This is where you were back
before you found your movement. Describe your life and what it was like before you
discovered your movement.
Your next step is describing the call to adventure. For me, that was the moment when I
went to a writer’s workshop, and I noticed that there were a lot of people talking about
writing but not very many people actually getting books done. While I was there, I realized
that these people really needed someone to lead them. I just didn’t think that it could be
me. So, in the ordinary world, you have the call to adventure, that first idea, and then you
have the refusal of the call.
“The hero may refuse the adventure or deny the ability to move beyond the status quo. The
heralded event may even be ignored — all of these constitute the ‘Refusal of the Call.’ The
use of magical intervention is then needed to plunge the hero into the unknown. The
reluctant hero requires supernatural forces to urge him on, while the willing adventurer
gathers amulets (magical items) and advice from the protector as aid for the journey.” ~

Joseph Campbell, The Hero with a Thousand Faces.
I was at that writer’s workshop because I wanted someone to help me write a book, but
everyone at the workshop was looking to me to help them. Reluctantly, I did, but only
because of a series of serendipities and synchronicities that lead to many of the attendees
of that workshop asking me to solve their problems.
The next step in the Hero’s Journey is “meeting with the mentor.” This happened to me
when I went to this book-writing workshop in October, and then two months later met
Jack Canfield from the Chicken Soup for the Soul series. That’s when I had a nervous
breakdown, because I realized just how hard this was going to be. I suddenly understood
why publishers were doing things the way they were doing them, because doing it another
way would be really, really hard. In fact, my mentor even tried to talk me out of it because it
would be so hard. He told me exactly what I had to do and then basically challenged me to
see if I was strong enough to cross the threshold.
Okay, so that is the end of act one, which happens in the ordinary world. This is where your
people are now, so it’s very important to describe this with the eyes you had before you
went on the rest of your adventure.
Once you cross the threshold, you are in a special world. A world your people won’t really
be able to see yet, so it’s important for you to keep them in mind as you describe what
happened. The special world is where your movement is being formed, and it’s that special
bubble that you are in and you can take your people to visit. Joseph Campbell talks about
tests and allies and enemies you meet after you accept the call. Then comes the approach to
the inmost cave. That is the big moment, the moment I talk about where you decide if
you’re going to go all in or not. For me, that test was when I got a really, really, really good
job offer, and my business wasn’t completely working. It was too successful to quit, but not
successful enough to pay all of my bills, which was a heavy situation to be in.
So I got a job offer, and it was a dream job at a great location — it was everything I would
have wanted in my corporate days. I had to really go into that inner-most cave and decide
if I just wanted to play it safe and have a paycheck, or if I really wanted to create this
movement.
After the inner-most cave decision, there is an ordeal. This is the turning point for your
movement. The ordeal for me was when I said “no” to that job. I had to make a decision
about how much I believed in this movement and how much I was going to put behind it,
and that’s when I launched the current program, the way it is now. I had to make a huge
investment in my business, and I had to really change my orientation from thinking I was
service-oriented to really stepping up into what it means to serve.
The reward comes from seizing the sword. Only after you seize the sword for yourself can
you start on the road back to the ordinary world, and return with the magic elixir to the
ordinary world with your lessons won. For me, when I reached this point, my messaging
changed, my movement grew, and I was able to come back and say, “Look, guys, I thought
about playing it safe, I thought about taking the traditional job, but you guys and this

message mean too much to me, this movement means too much to me to just walk away.”
I want you to tell your story as the hero’s journey, looking for the symbols and the language
to inspire connection and action. My business uses a feather. It’s one of the big symbols that
I use that drives our connection: everybody gets a feather when they graduate, they see
feathers on my book cover, and the painting I had commissioned. For me, the feather is
permission to fly, to rise up, to conquer your goals. I normally use this rainbow fade color,
coming into focus. I always use terms like “start a movement” and “make a difference”
consistently throughout the language, and those are all part of how we’re building that
movement and how we’re joining people together.
What are the symbols? What’s the language that would resonate with the beliefs and that “I
Have a Dream” speech that you wrote? Are there any images that come out of that speech,
any symbols, any colors, anything that we can really use to start to visualize this
movement?

Step Nine: Draw Together Your Influencers

The next thing that I want you to do is identify the influencers who can help bring attention
to your cause and think about how we can bring them into the fold and empower them to
help grow this movement. One of the ways you’re going to ignite the call to adventure is not
just by having the book launch, but by having other people, these influencers, involved and
excited about your book. Who are the people that would be most excited about your
movement, and most interested in supporting that movement? Who could you write about
within your group?
As we start to talk about crafting your book in the next chapter, I want you to identify who
we can include in your book.
For instance, with your launch you are going to have some sort of giveaway, but that
giveaway doesn’t have to be all yours. Are there other people from whom you can assemble
a package of stuff that supports your movement? There might be people who would be
excited to support your book and to give you, let’s say, something free that will be part of
the download that comes with the book.
Who is not competitive with you but reaches the same audience? Let’s say your movement
is for new moms and you’re a baby sleep coach. Formula companies and diaper companies
are both reaching your new mom and are not competing with you. Can we work them into
your client conversion book? Are your values aligned? How could we make connections
now with the people who would most likely want to promote your book because they
wouldn’t feel competitive and they’re 100% on mission? If every value that you have in the
center of your circle is shared with them, your ideal reader is shared with them, and you’re
not competing with them, they are a good target to become one of your influencers.

When you tell stories about influencers in your book, they are more likely to spread the
word and become influencers for your movement. Who are the influencers you could write
about so that they become influencers for your movement? We do all of this before we
outline the book, before we write the book, before we even know what the book is about,
even before we really know what our igniting moment is going to be. We want to figure out
how can we incorporate these influencers into the process — a step, frankly, that most
people don’t really think about, leaving them asking for praise or testimonials only after
their book is done. If you think about while you’re forming your movement, you give
yourself the chance to ask what you can you do for them right now. Thinking it through
ahead of time is going to help find the right influencers to incorporate into the book.

Step Ten: BAM! Create Your Igniting Call to Adventure
An igniting call to adventure is the moment when your movement coalesces, where it goes
from being an idea in your head, maybe with some of your friends and family supporting it,
to an actual thing that we can objectively measure and say whether or not it’s working.
The way that I recommend igniting your call to adventure is with a book launch. You need a
reason for people to pay attention to you. Now, Jesus had something come in handy here,
you may be familiar with the crucifixion, so that was quite convenient. There are other
ways to ignite the call to adventure. The Sandy Hook shooting was one for the gun control
movement. For some people, it can be a speaking event. Think about when the iPhone came
out, and Steve Jobs presented it at MacWorld in his black turtleneck. That was sort of a
pivotal moment that happened in our culture. There are certainly many moments like this
on election nights or campaign speeches that can be an igniting event.
One of the most powerful aspects of having a book to ignite the call to adventure is that it is
an engineered experience that you can create a launch around, and you can use that book
launch as a rallying cry. And that book needs to transform your readers’ belief of what’s
possible. It also, quite handily, makes you the only possible leader of your movement.
Your book will balance what your reader is moving away from with helping them to see
what New Bliss is possible. Both sides – the top-down and bottom-up — are equally
important, but the “envelope” of your book, that is the label on the cover which will tell
your reader whether or not the book is for them, needs to highlight the problem they are
moving away from. That’s where we focus the title and the marketing, but we can pull them
along further once they are bought in.
Using those influencers we identified, we’re now going to build their message right into the
book. Your book is going to do a couple of things. It’s going to kick off this movement, and
it’s going to fund the movement in the short term. We’ll talk about how to write a book that
kicks off your movement in the next chapter, and then in Chapter Five, we’ll go deep on
how you can use that book to fund your movement.

Inside the Author Incubator
On Competition
Q: How do I find influencers where there are synergies and who feel completely on board
with my message, but who aren’t competitors?
A: The trick is to think about what you have to offer them. For instance, let’s say you want
the Ritz Carlton to be an influencer and they have recently renovated a hotel. Let’s say that
in your chapter you were talking about planning your office, or why your office space
matters as an entrepreneur. Maybe you could ask to interview the Ritz’s interior designer
and they could talk about the importance of place and how they create the hotel’s
environment, which would help them promote their new decorating scheme. Think about
ways that you can build them into the book. It could be something as simple as just putting
a quote from something they’ve already written in your book. We want them to get that
“this is the movement I’m building and I would love for you to be a part of that movement, I
would love you to lend your voice to that movement.”
When you ask them to promote your book on launch day, you’re not asking them to
promote you, you’re just the reluctant hero of this movement.

Chapter Four: Architecting Your Mission
“Make no little plans; they have no magic to stir men's blood and
probably themselves will not be realized.”
~Daniel Burnham
Be honest. Do you need money to fund your movement? Your first priority, if you really
have that servant’s heart, is to create a movement that can be sustained. Even the most
important movement in the world can’t run on hope and good ideas alone. Funding your
movement could mean paying your bills, it could mean paying for branding to help get the
message positioned right in the market, it could mean paying for advertising to get people
to sign your petition, or paying for publishing and marketing services for your book.
If you want a book that not only ignites your movement but funds it, there are really two
types of books that you can write. If you’re looking to grants, donations, maybe micro-loans
or investment capital as the way your movement is going to get funded, then I recommend
a list-building book. When other people are footing the bill for your movement, because
your movement serves people who aren’t going to pay you, then we really want to grow
your platform and your position as quickly as possible. (A clever exception here is the
Tom’s Shoes story, because in that case, the movement is for people who couldn’t pay—the
shoeless underprivileged. But in order to fund that movement, they converted clients who
could pay—consumers who want cute shoes. So you might consider this model if your
movement similarly serves non-buyers.)
If the people who you help with your book could be further helped by working directly
with you, and they would invest in themselves to be a part of this movement and get the
results that being a part of this movement would give them, then I recommend a client
conversion book. Converting clients includes things like teaching classes, running
workshops, working one-on-one with people, selling products — anything where you will
make money from people who would likely benefit from this movement.
Maybe you have a trust fund or a well-paying full-time job and are in the enviable position
of not needing money to fuel your movement, then you can consider a platform-speaking
book. Remember, you will still need to be able to make some investments, like in a PR
person or in branding, marketing, social media, and video, but if you can do that without
collecting money from other people, then getting media and speaking opportunities —
even if they are unpaid — can be a great approach to grow your movement organically.
Many people think they have a great idea to combine these three ideas and write a book
that gets them everything: speaking gig, press, a big mailing list, and lots of clients. Sadly,
this approach, which has been tested time and time again, is a guaranteed path to failure.
Trying to do everything with your book consistently leads to sub-par results. But focusing
on one of those three approaches will allow you to actually reap benefits far beyond that
goal. It’s counter-intuitive I know, but trying to do everything get you a mish mash of
unpredictable, unrepeatable, unscalable and hard-to-quantify results. Doing only one thing

not only gets you that one thing, but it also gets you a bunch of bonuses and side benefits.
We are rewarded for clarity and constraint.
Once you pick the type of book you need to write, it’s time to start creating. My biggest
piece of advice here is, “Don’t start by writing!” In fact, in my Difference Process™ there are
six steps before you reach the writing part of the journey. For more on this, you can read
my book, The Difference: 10 Steps to Writing a Book that Matters, but I’m going to recap the
highlights of the ten steps in case you missed them. (Oh, and if you want a free copy of that
book, email me at Angela@TheAuthorIncubator.com and I’ll send it over!)

Define Your Ideal Reader
Back in Step Two, we talked about noticing your apostles and likely early adopters. The
ideal reader of your book doesn’t come from the mainstream. Your movement is not going
to be launched and then accepted by everyone it could help. First it will be accepted by
those apostles we talked about.
This idea is based on the Diffusion of Innovation studies ignited by the work of Everett
Rogers, who first wrote the book on this topic in 1962. What Rogers explains is the way
new ideas or products are accepted into use. All the way on the left of this graphic are the
2.5% of people who are innovators. This is where your apostles will come from. Next are
the early adopters. These are the 13.5% of people who might not otherwise want your
book or your movement, but because you are going to Target the Primary Pain Point with
your book, these people have a good chance of becoming followers of your movement.
Everyone else represented on this chart — that’s 84% of people on the planet — they are
not for you. Not with this book, anyway!
Most authors target the middle of the curve you see below. They say things like “everyone
needs self-love,” or “this book is for all kinds of people, there’s something for everyone.”

The truth is, something for everyone means nothing for no one, because if you target the
majority, they simply won’t be able to see you and hear you. You will be invisible to them.
When we identify your ideal reader, we need to look in this first 16% for the one person
who is so in pain and so needing to heal that they are ready to try something different.
Your ideal reader is the person who needs to move away from this pain point more than
anyone else. There are lots of people your work could help, but think of the people that
need this the most. Pick one of them and create a profile. Your ideal reader isn’t “women
35- 45 going through a transition.” I want it to be a very specific person. So, it’s “Mary, who
lives in Chicago, has two kids, works as a lawyer, and her husband just left her for a 22year-old paralegal.”
Can you see already how Mary is set up to become the reluctant hero we discussed in step
8? Could you write her hero’s journey from the ordinary world where she is now to what it
will be after she joins your movement?
Go into the future for your ideal reader, let’s say two years from now, and tell the story of
how they got your book and they joined your movement, they came to see you speak or
they signed up for your program. You were the guru that they met along the way that made
them go all in. How did your ideal reader become the hero: by reading your book and going
through this process with you?

Identify Your Voice
The next step is identify your voice, and your voice is very specific to being the leader of
this movement. If you’re a leader of the movement and you are looking to coach or run
workshops, you want to make sure that you are approachable and similar to the way you
would be as a coach. You want to sound like you would sound when you are coaching.
If you’re looking to speak as the primary outcome from the book, your voice needs to really
focus on storytelling, so you don’t have to be the one solving the problem, you have to be
the one seeing the problem. Malcolm Gladwell and Elizabeth Gilbert are great examples of
this. In both cases, you’re probably not going to hire either of them to be your coach or to
solve the problem of, let’s say, creativity or making quick decisions, but what they do and
the roles they serve in our culture are to point out the problems more clearly through
storytelling. Then they leave it to us coaches and consultants out there to actually solve
those problems.
If you’re a speaker, you’re the observer of the problem in a way that’s new and unique that
will help other people solve it, but it’s not that you’re going to give a list of solutions, it’s
really about seeing it in a new way. Let’s say you want to “revolutionize the legal industry.”
If you want to be a speaker, you are really going to focus on seeing the problem, and then
the people who are going to solve the problem are the people who paid you to speak: the
HR department or CEO or the partners who hire you . Your role is to help get everyone

onboard with their vision — what they’re really going to pay you for is getting everyone to
see the problem in their way. This is almost the opposite of what your voice would be if
you were writing a client conversion book. With a client conversion book, you need them to
see the problem AND the path to a viable solution because you are the person to solve it.
With list building, on the other hand, it’s all about community and “I’m one of you.” Your
voice needs to really be that “we have a dream” focus. I think a great example here is the
“Occupy Wall Street” movement. That was really about the” we,” so much so that there
wasn’t even a clear leader. The “we” is very important with a list-building book, and so is
building tribe.
Your book is a love letter from you to your ideal reader. You need to know who you are in
that relationship and how you want that relationship to develop. The type of book and the
outcome you want from your book influences that, but your voice, first and foremost, has to
come across as you NOW being the person you want to be to your reader in the future.

Frame Your Outcome
What is the evidence we need to gather so we’ll know you have started a movement?
Everything in your being will tell you to skip this step and to ask for as much as possible of
whatever it is you want. The Universe, however, doesn’t know how to respond to these
commands. How are we going to know if what you are doing is working if we don’t have
actual bench marks to measure against? We might quit when things are actually working,
or we might think they are working when they are not and miss an opportunity to coursecorrect. Without these milestones, there will be no way to tell if you have actually started a
movement or not.
You have already identified the type of book you want to write (client conversion, listbuilding or platform speaking). Now we just have to put a number on that. Look twelve
months into the future. If you’re writing a list-building book, how many people do you want
on your list? That could be any list: Facebook “likers” or followers, Twitter, Periscope,
email, etc. What’s the number of followers in one place that you would like?
For client conversion books, what is the revenue you would like to generate from products
related to your book in a year? My general recommendation for funding a movement is
starting around the $10,000 per month mark within 90 days, and closer to $20,000 or
$30,000 a month within a year.
With a platform-speaking book, what are the number of speaking engagements you want to
do in a year? Think about your time and how much travel can you do, realistically, in twelve
months. How much, in a year, could you do media? Media will often include travel, but it
just might include blocking off big parts of your day. What’s the budget that you have for
this stuff? If you were looking at spending $5,000 a month with a PR person, you could
easily be doing four media engagements a week. Could you handle that?

Focus Your Author Mojo
Focus Your Author Mojo is really about preparing yourself to create that igniting call to
adventure. This isn’t just a paper you are turning in for English class. An Igniting Call to
Adventure is a book that is written from flow and with Source as a co-creator. The book
needs to be written quickly and it needs to be inspired. How do you do that? Well, your
responsibility isn’t to DO it as much as it is for creating the conditions for
Source/God/whatever-you-call-it to come through you by creating the best possible
conditions to write.
What time of day are you most effective writing?
How long do you like to write in a single session that gives you the best results?
What are the things you need to do to support your inner author? Is it a cup of tea? A fuzzy
pair of pants or socks?
What are the things that are going to make you most comfortable?
Thinking back to past projects, what were the times that were most productive? Was it on
deadline? How can we set up tighter deadlines? Was it when you were more relaxed? How
can we spread that writing out so it’s more relaxed?
Decluttering is a big piece of this for a lot of people. Will being in a cluttered space slow
down your writing or block the muses? For most people, the answer is yes.
Create a writing plan where your inner author can come out. Schedule your writing time. If
you’re really good for two days locked in a room, schedule those two days. If you want to
write an hour a day, every day, put that on your calendar. Making your author mojo a
priority helps create a space for your inner author to come out. That’s when you’re writing
in flow.

Envision Your Success
Picture how successful your movement will be two years from today. If you were someone
who was leading that movement, what would you be doing? Would you be registering your
business as a nonprofit or charity? Would you be dressing differently? Where would you
live? Would the leader of that movement be running around with a cracked iPhone screen
and a purse full of melted M&Ms? Does your wardrobe match what somebody who’s
running this movement would dress like? Are there ways that you would be acting
differently, as the already successful leader of this movement? How can you (even
symbolically) start living like that now and not wait ‘til the movement is done?

Release Your Blocks
Everything that stands between you and the completed book happens in the outline. When
your outline is aligned with the outcomes you want for your movement and the pain your
ideal reader is moving away from, we, at The Author Incubator, call that an “inline.” That’s
why we call the step of creating your inline the release-your-blocks step. This is where you
have freed your inner author and you are ready to craft a love letter from you to your ideal
reader.

Remember the Primary Pain Point? Everything in this inline has to take them to resolution
of that immediate pain. The question I often ask my authors is, “How do you want your
reader to be at the end of this book?” Frame up that problem so they know exactly what
they have to do to get it solved.
If you’re writing a client conversion book, the way you want your reader to be different at
the end of the book is this: at the end of the book, the reader will know how to resolve that
Primary Pain Point and they will know they can do it on their own, but they will be faster
and have less trial and error if they do it with you. In your outline, everything needs to lead
to that realization. One way that I recommend to do that is to take them through your
hero’s journey so they can see how that can be THEIR hero’s journey too.
The most important step in this process — and the one most authors want to skip — is
getting super-honest about what the problem is in the ordinary world. Now, this “ordinary
world” concept is really important for you tp get, because the way your readers are
describing the problem is NOT going to be how you will describe the problem now that you
are on the other side of it. But you have to get to the question they’re asking, at the
beginning of the book, in the ordinary world. Now, we’ve already gone through our hero’s
journey, so we know about the special world, but we have to return to the ordinary world
with the elixir.
Your entire first chapter — possibly your first two chapters — need to be in that ordinary
world, defining that problem and confronting them with that: that moment, that
opportunity to go into the special world with you. Your introduction and Chapter One,
maybe even Chapter Two, are going to be in the ordinary world. Then we can give them the
call to move into the special world. That’s where we’re going to give them the steps, that’s
where we’re going to give them the problems and the obstacles they will face in the special
world once they cross the threshold.
You can even acknowledge that they’re probably going to refuse the call because it doesn’t
sound very fun. You can write about when you refused the call, and about why you decided
to go all in with this movement. You want to cross the threshold with them. I talk about
this as the join-up with them, you want to have that “join up” moment before you take them
into the special world.
The chapters in the special world need to show them the obstacles they’re going to face. I
like the structure of five or six steps, and then a chapter on obstacles. You are the guru,
you’re the person who they met on the road, so you want to show up as that leader for
them through the dark and treacherous path. You don’t want to expect that they’ll just get
it. You want them to know that there are going to be challenges and obstacles, and you
want to prepare them for those challenges and obstacles. What’s going to come up along
the way?

Here’s where you put in client stories, if you have them, or examples of when somebody
who had your help was able to overcome the obstacles that are going to come up. Don’t
pretend this is easy. When you get to the end of that process, to the resolution, that is really
your conclusion. What do you want your reader to do next, what’s going to happen next?
I’m leaving you here on the road, what’s the message I want you to take with you? Be the
sage, and leave them with advice if they’re not going to continue working with you.
Tell your reader in that concluding chapter what their best way is for moving forward, now
that they know this stuff. That might be recommending they get a mentor, even if it’s not
you. That might be recommending that they have support systems or accountability. What
are the things they’re going to need?
Go gather research, if there is anything you aren’t ready to write. What I recommend is
having somewhere between eight and ten things that you’re going to write about in each of
those chapters. You should look at each of those things in each chapter and know what they
are before you start writing. When you know what’s in each of your chapters, you have
released your blocks.

Establish Your Author Feeling State

Once you’ve released your blocks, you can finally move on to the next step, which is where
you will write. What you want to do first is write stream-of-conscious style for thirty
minutes. You can do this by setting a timer for thirty minutes and writing about “why I’m
starting this movement.” Whatever happens, don’t pick your pen up from the page or your
fingers up off the keyboard. So, even if all you’re saying is, “I don’t know what I should be
typing now, but I’m still typing,” I just want you to type for thirty minutes. At the end of that
thirty minutes, I want you to get your word count and double it. If your 30-minute test
produced 750 words, you would double that to establish your writing rate as 1500 words
per hour. This will be an important metric for us later.
When you sit down to write, I want you to identify where you are on the Author Feeling
State Scale. The Author Feeling State Scale runs from negative ten to positive ten.

If you are in the negative numbers, you’re not writing, you’re blocked. You have a writing
appointment in your calendar, but words are not going onto the page. If you are anywhere
between a positive one and ten, you can write and words are coming onto the paper, but
when you are writing between a positive one and a positive five, it feels like you are writing
a paper for college. Words are coming out but it’s not fun. It’s a struggle. If you looked at

your word count per hour, it would be at least 20% lower than the word count from your
writing test.
If you are writing between 80% and 200% of your words-per-hour rate, then you’re in a
state of flow. You are somewhere between six and ten on the Author Feeling State scale. If
your standard rate is 1500 wph and you are writing, say, 3000 wph, you are at ten on the
scale. If your standard rate is 1500 wph and you are writing, say, 1200 wph, you are at a six
on the scale. And if your standard rate is 1500 wph and you are writing 500 wph, you are
probably at a three on the scale.
To create an igniting call to adventure, we want to write as much of your book in a six to
ten author feeling state as possible. That means you are writing in flow, that means you
were inspired, touched by the muses, really connected with your ideal reader, and that’s
where we get the most usable work, so the most word count that gets used, the fewest
rewrites and your most powerful voice.
When you sit down to write and identify that you’re in a negative author feeling state, our
first job is to get you into positive territory. This counts as part of your writing assignment
for that day. If you are somewhere between one and five, you’re going to be writing below
your standard rate. You can do that — that’s how you wrote most of your papers in college
— and you will finish that way. But if we want the best chance at starting a movement, we
want to take time at this point to see if we can elevate you on the scale. The most important
thing is for you to make a conscious decision about is to either write or stop writing and
move yourself up the scale.
There are a bunch of things that you can do to get yourself into a place that is going to
create a book and ignite call to adventure, not just pound out an academic paper. Some of
those things might be physical movement, coaching, visualization, aromatherapy, creating a
ritual as a writer, “throat-clearing” exercises where you’re just journaling, and body work,
just to name a few. When I’m working with an author, I find where they are on the scale and
tailor an exercise to move them up if that’s what’s needed.
As you do this work to move yourself up the scale, don’t think, “I’m procrastinating,” don’t
think, “I’m doing this wrong.” Think instead, “This is exactly what doing this right looks like.
This is how the pros do it. Here I am at a five, I could write and get word count out, but I’m
going to make a decision instead to go organize my sock drawer, or call the person I was
supposed to call last night that’s distracting me from my mission.” Go do that other thing
and when you come back, check where you are on the author feeling state scale.
Let’s say you were writing 500 wph. You go do other work, come back, and now you’re at a
seven or eight and you’re writing back at your standard rate of 1500 wph. You can see how
it works. In scenario one, you write for two hours at 500 wph for 1000 total words. In
scenario two you write for 30 minutes and get 250 words. Then you take thirty minutes off,
so 0 words. And then you come back and write 1500 words in the second hour. Your total
word count in scenario two is 1750 words — almost twice scenario one, and it was more
pleasant for you and probably better for the reader. So yes, pushing yourself to slog

through can work, but what I find is that addressing the obstacles to being in that state of
flow ends up maximizing your productivity and effectiveness.
This is the math of creating an igniting call to adventure with your book. You need to be a
100% committed to writing in flow. That means sometimes not writing when you have it
scheduled in order to move yourself into that space where the muses can visit, inspiration
can come, and your creativity is freed.

Nurture Your Manuscript
During the writing phase, it’s always best to keep writing forward. Don’t look back and
rewrite until you get to the end. Then you can focus on nurturing the manuscript. This is
the time for substantial edits and rewrites. This is also the time when you will work on the
design, the front and back material like your bio, acknowledgements and dedication, and
the marketing copy. You can also use this period to get advance praise for your book or
even a forward. Make sure you are working with an editor and designer who understand
your “New Bliss” and how this Primary Pain Point fits into the bigger picture. Also make
sure they understand the type of book you are trying to write and what success looks like.
Most manuscripts are poorly nurtured because the editor and designer compete with each
other and with the author, pulling the book in different directions. Most designers want to
make a book cover that’s beautiful. That’s not a BAD goal, but it should take a back seat to
whatever your primary outcome is. Most editors are trained and committed to making your
book “English Class Good” but good enough for an A in English does not tell us if it’s good
enough to get you clients or speaking engagements or folks signed up for your list. Make
sure your whole team is marching to the same beat and remember that you are the
anointed leader — you must lead your team on behalf of your people.

Create Your Masterpiece
All right, step number nine is to create your masterpiece. This step is about making sure
you publish in the right way. It’s important that you have a publisher who’s going to
support your bigger vision, not just the book and book sales.
With traditional publishing, the author sells the right to exploit the intellectual property of
the book, generally for 90 percent of author earnings. The problem is that the author is now
in conflict with the publisher, because the author can’t afford to advertise their own book
(since they are taking such a small piece of the profits) and the publisher wants to prevent
the author from selling other, similar products or services that might compete with the
book. So the author is hog-tied and unable to grow their business beyond that tiny share of
book sales. What’s more, the publisher will often change the direction of the book, the
layout, and even the cover if they think it will gain more buyers. Their goal, after all, is book
sales.
Self-publishing avoids that problem by giving authors all the power in their own hands. The
problem is that authors have to learn all the aspects of publishing such as editing,

distribution, layout, and cover design. If you don't know what you're doing, the results can
look like amateurish. Worse, most authors who publish this way don’t get the front-end
impact of book sales (because they don’t know how to sell books like a traditional
publisher) and they also lose the back-end impact of book sales because they don’t know
how to write a book that generates long term revenue. Sadly, self-publishing is another
kind of lose-lose.
With custom or hybrid publishing, there is a broad spectrum of options from awesome to
terrible. What I recommend is finding a publisher who knows how to design and sell books
and who will understand and support your other outcomes as well and not block you. What
this means is that you want to pay for the publishing services, because the alternative —
not paying — means you lose control, and the alternative of paying less and doing it
yourself means you don’t get the outcome for your book that you deserve. Find a partner
who focuses on the outcome and can get your book where it needs to go. A book, in my
opinion, is too big of a thing to risk doing it yourself and doing it wrong — especially if it’s
intended to ignite the call to adventure for your early adopters.

Expand Your Reach
Step ten is where we go beyond the book and put the marketing plan into action. What’s
your launch going to be? How are you going to include those influencers in the process?
This could be setting up guest blog posts or booking yourself on podcasts, as examples.
How are we going to go beyond the book? What’s the next thing the reader can sign up for
with you?
So, all that stuff is happening in the “create your masterpiece” step.
Your message needs to be visible, and we need to find those early adopters for you to really
create an igniting call to adventure and not just a book that could make a difference if the
right people picked it up. Following these ten steps to create an igniting call to adventure is
the difference between having a brilliant idea that could change the world, that could start
a movement, and having an idea that’s brilliant and that people in the ordinary world can
see.

Inside the Author Incubator
On Who to Write For
Q: How can I focus on one topic when there’s so much I want to write about?

A: There are many books to come, but right now we need to find your twelve apostles.
Imagine you’re Jesus and you’ve got this plan, you’ve got to convert the Jews into being
Christians and tell them you’re the Messiah — you’re not going for everyone.
If you got twelve clients at $10,000-$20,000 each from this book, I would call that a success.
To me, a success is doing what will fuel your next book and will fund your movement. We
don’t have to look for thousands of people to read the book; we are looking for those first
clients, because that’s what will really build that movement. Those are the people in some
kind of an immediate, painful situation that’s causing them to reach out for your help. Most
authors in transformation are so focused on being broad that they’re trying to serve the
middle of the bell curve. Those people are like Jesus preaching to an elderly couple going to
pick up produce at the market. Now, would they say, “Hey, let’s hang out with him and the
rabbis!” No, they wouldn’t, and that’s fine, but that’s the target who most people are writing
their book for. Most people show up and try to write their book for the middle of the bell
curve, leaving OUT the 16% of people on the far left of the curve who need it most. The
question to ask yourself now is: how can I make an impact and get measurable results that
prove I’m building a movement?

Chapter Five: Funding Your Movement
“It is not the mountain we conquer but ourselves.”
~Edmund Hillary
Most people don’t have some sort of magical bankroll that is going to make their vision
happen. There are lots of missions that are built on fundraising, and that is one way to do it.
There are people with trust funds who are happy to spend them down in service to a
mission. Both of those options work, but my specialty is helping people who need to
bankroll their own movement. The first step in funding your movement is admitting this
cold, hard truth.
Without funding, your movement will fail and you will help no one.
Funding your movement is essential, because otherwise you won’t get to have a movement.
Part of what you do with that funding is pay yourself. Getting clear on how much money
you need, whether it’s to pay your bills or to pay for advertising for the movement, is
essential. Now, I’m not saying that you have to go take this money and buy a yacht, but that
may be part of how you fund your movement. You have anointed yourself as the leader of
this movement. That makes you the executive director, and the executive director is not
going to be very effective if she isn’t getting paid.
We want our executive director to have a great salary, because they’re never going to give
this mission all of their attention if they’re worried about paying their bills. If you were
hiring someone to run this movement, would you start by looking for a free college intern?
Would you want to entrust your movement to somebody who would work for $0 - $10,000
a year? No! Let’s get somebody who we pay a $150,000 or $200,000 to run this movement,
because you’re going to get their full attention.
I nominate you.
What do we need to pay you to get your full, dedicated effort so you don’t want to quit your
job because you have toxic boss named “you”? All right, so, how are we going to do that?
Part of how we’ll set your funding goal is by honestly assessing what you need to live on,
and what the movement needs to survive. Do you need to pay for certain staff members or
supplies? What do we need to make, per month, for this movement to stay in business with
its doors open?
I volunteered, for many years, for an organization that helped me out of a domestic
violence situation. They were funded by grants, and when the grants got pulled, they just
shut their doors. That’s it. Unfunded movement = no movement. They were the only
domestic violence agency in D.C. that was need-blind. I had a corporate job, so I wouldn’t
have been able to get help from the other agencies. Luckily my case was just about finished
when they closed, but if I were to find myself in the same situation today, I’d be out of luck.

There is no organization that exists to help non-impoverished survivors of domestic
violence in Washington, D.C. Why? Because they did not properly fund their movement.
I’m not okay with that!
You may think that funding your movement is for you, and very often, how we talk about it
in terms of monthly revenue. This can make it feel like this is your business and you should
charge what you are worth and enjoy vacations in sunny places. But the truth is, I come to
this with a servant’s heart, and without funding, there’s no way to get the message out
about self-care; there’s no way to help people get the message out about how to find out
who you are; there’s no way to figure out if they can reach their potential. There’s no way
to move your message forward if you don’t have your movement funded. If you aren’t
willing to do this work, what that tells me is that you are happier to see your people go
without help then to do the work required and get the help required to figure this out.

Identify the Milestones
To get started, we need to know how to measure success. Identify what your monthly
income needs to be for your movement. Start by making a list of all your costs. Now I know
you don’t know all your costs, and it’s easy to try to skip this stuff, but if you don’t know
your actual number, your brain won’t be able to help you figure out how to hit that number.
Here are some things you might want to think about as you are trying to find your number.
Your Salary
How much do you need to make to pay your rent or mortgage, your utilities, car payments,
groceries, gas, insurance, phone, and other living essentials?
Business Licenses, Legal Fees, and Business Insurance
Plan to spend at least a couple hundred dollars to get your movement properly registered
and insured and to get whatever contracts or legal insurance you need to protect your
assets.
Equipment and Supplies
Maybe you already have a computer and a printer, but I’d keep a budget aside for
replacement equipment and maintenance even if you do.
Advertising and Promotion
You’ll need a website and some branding work and it’s likely you’ll need to pay for
advertising. Plan to spend about 20% of what you earn in marketing costs.
Employee Expenses
Whether you are planning to use contractors or wage employees, make a list of who you
need to hire and how much you want to budget to fill those roles. Many people hire
administrative assistants, marketing managers, account representatives, sales people,
designers, and technical workers.

Technological Expenses
Budget a couple hundred dollars for systems like your ecommerce system, your email
system, your scheduling software, and other apps and tools to help you run your business.
Supplies & Postage
You will undoubtedly need to buy some office supplies and possibly some gifts for clients
and team members. You’ll want to save money for paper, pens, printer ink, and prezzies as
well as the postage to stick those presents in the mail!
Taxes
Don’t forget to save some for Uncle Sam!
I once worked for a company who had a CFO named Bessy Ziannis. Bessy looked like the
glamorous movie star Charlize Theron, and so when I remember this story, it’s always me
and Charlize hashing it out in my mind. Bessie was the CFO when I had my first senior role
in an organization, and she made me do this bottom-up budget for my business unit which
truly seemed impossible. I’m pretty sure she was getting frustrated with me for arguing
over every line item. “Look,” I said, “we haven’t even started this division, I have no idea
how much everything costs, and no idea how much we’re going to make.”
Charlize . . .er . . .um . . .Bessie looked at me with all seriousness and she said, “I bet, if you
do this for me, we will be within ten percent when we come to our quarterly check-in.” Sure
enough, the quarter came up, we looked at my numbers and there it was. I projected just
12% less than our actual expenses and I was only 3% off our total sales.
Everything in your brain will insist that this is an impossible exercise, but it works the
OPPOSITE of how you think it does. When you complete this bold act of service to your
movement, you are setting an intention for what you will spend and earn in the next year.
The power in those intentions can’t be under-estimated.
Real businesses, like Apple, or Foot Locker, or Orange Julius even, they don’t say “Hey! Let’s
see what we can make this quarter and hope it’s less than we spend!” They put an actual
number on their costs and an actual goal for their revenue and then (here’s the magic bit,
so listen up) then they make DECISIONS to make these expectations come true — or at
least close to true.
You can ballpark this. You can take a guess at what you need to live and keep this
movement rolling. This is what I learned from that day in Bessie’s office and I have never
forgotten it. When you estimate or guess what you think things are going to cost, even
things you don’t know, you will then set to work at making them a reality. If we don’t have
a number we’re going for, we’re not going to have the milestone to know whether we’re
building this movement.
How do we know if we’re building this movement?
That’s one of the big questions I want us to be able to answer.

Part of why you will want to resist answering this question is because money brings up all
sorts of issues. When that happens, I want you to remember the reason you are doing this.
You are doing this to SERVE and in order to serve, yes, you will need to eat and buy
highlighters. When you remember that you’re doing this for a reason beyond yourself,
when you have those moments that make you want to quit, you will remember that who
you’re really quitting on are the people you’re supposed to be helping. If that’s still tripping
you up, please go see a money coach and work through this, because your people deserve
for you to get over this and show them the change you know is possible.
This is the thing I have learned in five years in business: that most people, even people who
have finished their books with me, quit on their vision. That’s really what happens, it looks
like they’re quitting on their taxes. It looks like they just couldn’t make Facebook
advertising work. But really, what they were saying is, “I don’t really want to help those
people that much. I don’t really want to make a difference that much, in this way.”

You Need to Feel This First
I met Katie Meyler a few weeks ago on a cruise. She looked like most of the other cruise
passengers: sundress, sunglasses on the top of her head, and freckles.
We were sitting in the auditorium of the ship waiting for John Legend to take the stage.
Katie told me how she grew up on welfare thinking she was poor and then she went to Haiti
and realized she wasn’t poor at all. When she came back to the U.S., she started the More
Than Me Foundation to give girls in Liberia the opportunity to go to school instead of
prostituting themselves on the streets in exchange for clean drinking water. Katie now
works to overhaul Liberia's entire education system alongside the Ministry of Education.
In September, 2013, she, alongside Nobel Laureate and Liberian President Ellen Johnson
Sirleaf, cut the ribbon for the More Than Me Academy — the first tuition-free, all-girls
school in Liberia. More recently, Katie was recognized as a TIME Magazine Person of the
Year for her work on the front lines of Ebola. She has hung out with Bono, spoken on a
panel with Bill Gates, and been proposed to, jokingly, by Warren Buffet.
In her magnetizing raspy voice, Katie told me, “I’ve had to do so many things to keep this
organization running. Actually when it all started, I funded my movement by donating my
eggs to a fertility clinic, but every time I think about those girls and what their prospects
are without me, I keep going. There’s just not someone else there who’s stepping up to do
this for them, this is my mission on the planet, and so, if it comes out that I have to earn a
million dollars a month to take care of these girls, I’m going to figure out how to do it,
because what’s the alternative?”
That’s what I want you to feel like about your people: what’s the alternative? Feel this first,
and the money you need to fund your movement will come. But if you think, well, if the
money comes, then I will go all in and love my people like Katie loves those little girls in
Liberia, I’m sorry to say it’s not going to work.

Katie wasn’t ever going to end up bagging groceries in Bernardsville, New Jersey. Steve Jobs
couldn’t have ended up in some back-office coding job in Silicon Valley. His thoughts
wouldn’t have created that. Martin Luther King, Jr. was never going to run a nice, friendly
local congregation in Alabama. Jesus was not going to end up with a quirky little carpentry
biz.
When I say those things, it’s preposterous, right? That’s how I want you to feel. Who the
hell else would do this? What would happen to these people without me? You Feel This
First. You feel this first and THEN the magic happens. It doesn’t work the other way around,
even when we want it to.

Keeping It Simple
One you have your number and the desire, the next goal is to simplify the workload in
order to make that amount of revenue. The reason I want you to do the least amount of
work possible is, this movement is only going to grow with you. If we have a really
complicated business, with lots of legs of the stool and lots of different things that you sell
at lots of different price points and tons of ways that people can either donate or pay, and if
it’s really complicated, that’s a business that can’t grow with you, and that’s a movement
that’s going to be hard to get people enlisted into.
Right now, as we’re starting a movement, what we really need are what I’m calling your
twelve apostles. Those are your early evangelists. Maybe it’s your first hundred customers,
even. Those are the clients who are going to provide the measure that shows this
movement is moving, and when we get to that monthly dollar you’re looking for, then we’re
going to re-evaluate this movement and see: is it time to hire people, is it time to broaden
the primary pain point?
We are architecting your book to help us find the lowest hanging fruit possible as quickly as
possible. Those are your most likely apostles. When you’re hitting your number with those
evangelists, with those apostles, then we might add on the next problem that they want to
move away from. But what a lot of people try and do is, they try and add all the problems at
once, and they try and sell the big solution. This is the equivalent of trying to sell an iPhone
6 Plus back in 2007 the year the iPhone was first released. If you are trying to sell yourself
as the leader of a movement that’s five years in the future, you miss out on the revenue
that’s waiting for you by being where you are right now.

Measurable Milestones
I’m going to give you examples of what is and isn’t a milestone.
Actual Milestone: five clients booked in the month of April at $1500 each
Not a Milestone: get more clients by launching a new website, doing a telesummit, going to
start guest blogging

A milestone needs to be a binary question. So, “more clients” is not it. Speaking
engagements? Probably can’t measure the effectiveness of that. How will you know when
to quit, when to change, when to keep going?
Our next milestone is not a 100,000 people around the world buying your T-shirts and
taking pictures of themselves in it. An immediate milestone is something that you can
imagine achieving within the next six months, something that’s possible, and if you’re
having trouble identifying this, what you want to think about is small numbers — in most
cases, smaller than what you’re thinking.
And small numbers are what you want anyway. I worked with a group of women
entrepreneurs who had a really well-designed, environmentally friendly product. Through
a bit of luck and the fact that they had a great product, they made it on Oprah’s Favorite
Things list just months out of the gate. They rode the coat tails of that experience for over
five years, and in that time they were fulfilling millions of dollars in orders, losing money,
and descending into chaos. They had not built a movement (even though they desperately
wanted to) and the early success actually distracted them, ultimately preventing them from
making the difference they intended to make. Starting small is achievable, attainable, and
manageable. We can grow with it and fund your movement in a way that leads to
permanent change and meaningful legacy.

The Top of the Funnel
At the very top of your funnel, we have to create awareness about you and your movement
in order to find those 12 apostles. Creating awareness can be very overwhelming because
it’s an endless list of possibilities. To start, I want you to limit the way people find out about
you to one to three activities that we can measure if they’re working, and turn them off or
turn them up. The types of awareness activities at the top of the funnel could be Facebook
ads or it could be Facebook posts, it could be LinkedIn, it could be Pinterest, it could be
Google AdWords, it could be search engine optimization, it could be creating your own
podcast, appearing on other people's podcasts, it could be speaking at events for free, it
could be hosting meet-up groups.
I want you to pick one to three things that you’re going to do and you’re going to get really
good at, and not give up on any of them for at least 90 days unless you get clear evidence
that you should stop. You must master one channel before you move to the next channel.
And this is really channel marketing. The one channel you pick should be the one thing that,
right now, you are most connected to and feel the most delicious about.

First Attraction
The next level is a lead magnet. People will learn about you through those awareness
channels. When they do, we want to send them somewhere — and that somewhere is your
lead magnet. This is where people are going to pay you with their attention. That means
they will exchange their email address and their time. Maybe it’s their time reading a
checklist, maybe it’s their time taking a thirty-minute free class that you have, maybe it’s
their time watching a five-minute free video that you send them, but they’re going to pay
you in their attention. Your job, at this stage, now that you’ve got people's attention, is to

get their email address. You can have a maximum of three lead magnets to start, but I
recommend starting with one so you can figure out if it’s working before introducing
complications to your funnel.
Here are 20 ideas for lead magnets. Pick one and be frigging awesome at that one!
1. eCourse
2. Toolkit
3. Chapter of A Book
4. Video or Video Series
5. Guide, Special Report, or ebook Download
6. Software or Plugin
7. Audio Interview
8. Daily or Weekly Tips
9. Limited Time Offer or Free Shipping
10. Webinar or Teleseminar
11. How-to Audio Training
12. Free Private Facebook Group
13. A Half-Hour Consultation with You
14. A Coupon
15. Free Tickets to a Special Event
16. Free Samples
17. Contest or Sweepstakes
18. “Swipe File” (collection of templates that people can tailor to their own use)
19. Cheat Sheet/Handout
20. Quiz/Survey
My friend Tonya Leigh runs a lifestyle business called French Kiss Life. She is amazing, but
when I spend time with Tonya, what I do — totally true — is, I buy whatever she is
wearing. I buy her perfume, I buy her hose, I buy her purse, I buy her sunglasses. She has
this effect on people. One of the things I said to Tonya, that I would love from her as a lead
magnet, is for her to put out, every month, her favorite new products of the month. What’s
the new perfume she bought, what are the new earrings she’s wearing?
Her Fascination Advantage, for those of you who know Sally Hogshead’s book How to
Fascinate, is The Connoisseur. As readers of Hogshead book know, The Connoisseur is one
of 49 personality archetypes and your archetype helps you determine what makes you
most fascinating, and most valuable to the people around you. When you match the lead
magnet to your fascination advantage, you’ll have more fun creating and sharing it and
consumers will love it. That’s why a Buyer’s Guide would be a perfect lead magnet for
Tonya. Now, my fascination advantage is The Victor, and that’s all about results, and so my
lead magnet needs to create results in advance for my prospect, because they are not going
to buy my beautiful taste in pantyhose or book covers. They’re going to buy the results I get
for my clients.

Putting Out the Right Offers

I’m going to tell you, you can have one to three offers, but it’s not going to surprise you to
learn that I recommend starting with one. Get so good at that one offer that you could have
other people selling it, you could deliver it in your sleep, you could write a book on it in
three days and not blink twice, because you know it so well. You’re going to be able to take
parts of yourself and replicate yourself through video or audio recording.
Nail one offer for you that matches with your awareness strategy and with your lead
magnet strategy. So, that one offer, what does that have to be? Remember that the way you
want your reader to be different at the end of the book is that you want them to know X is
possible for them, and you want them to know that it will be faster if they do it with you. So,
that is your entry-level program, that’s the first program you’re going to complete. Even
though everyone who joins this program won’t have read your book, they still all want that
outcome. They know they can do it on their own, but there’s going to be a certain element
of trial and error, and rather than the trial and error what they just want is to do it with
you, get it right the first time, and nail that outcome.
My recommendation is that you make this no longer than three months, even just six to
eight weeks, because you want them to see results from solving that problem as quickly
and reasonably as you can. So now, voilá, you have a program!
How do you price it? Let’s take that monthly number you got to and divide it by the
number of clients you can handle. For most people, this is no more than 20 clients a month,
and 10 is a little more realistic. If your number for each month was $10,000 and you are
comfortable taking 10 clients, the price for your product is $1,000.
Now you have to message your program so it’s clear why it’s worth $1,000. For the people
who really do everything, who really dive in, they should be able to get a 10X return on
their investment. If I asked you to give me a ten dollar bill and I’ll give you a hundred dollar
bill back, would you say yes? I hope so! Everybody would say “yes” to that. That’s what you
should feel like about your program.
For some people who are selling something business related, this is a really easy one,
because they can say, “Here’s how much you’re going to make when you do this and when
you follow the plan.” But if you’re doing something like baby sleep coaching, or if you’re
doing something like helping moms prioritize their time, or helping people clarify their
creative vision, you’re going to have to get really clear in your head about what 10X the
value of this program would be. Why would it be worth it, to your early adopter, to invest?
How are they going to be ten times better off if they do this?
We’re going to sell this to people either through a sales page or through a powerful sales
conversation, and then we have one product we’re selling and we have a limited number of
slots, and we have a price point that’s going to fund our movement. We’re doing that

because we are committed to this mission, not because we want to pay our bills. Just that
shift in your thinking and your mindset is a big part of why people would buy from you.

The Incubated Author
If a part of you is thinking, “I need to do this because I need to pay my mortgage this
month,” it will come through in the spaces in between the letters you type on the keyboard.
I do not think this is magical, but I think it works in a way that feels like magic. When your
energy changes to an energy of true service, you leave that graspy, “I need to do this or I’m
going to have to get a full-time job” space. People are more attracted to working with you,
and I think what happens is that you literally write completely different emails without
realizing it.
When you can create that picture for them, of what that vision is, and it’s not about you but
it’s really about them, that is when the energy shifts and the mindset shifts.
If you work this simple formula, without excuses or arguments — almost like a scientist —
for 90 days straight, you will have a lot of information about what is working and what
isn’t. You will be steering by facts and not just your gut. The goal behind all of this is to
create a tipping point for you. So, you want to reach a point where the growth of your
movement is inevitable, and it’s kind of like rolling a snowball down a long hill of fresh
snow. You will know when you are hitting this point when you get magnitudes more output
than what you’re personally putting into it, and that’s when you’re getting referrals, and
when you’re getting people wearing your T-shirts and posting about it. You don’t start with
that because of a great T-shirt design, because no one will see the T-shirt! And that, I think,
is one of the big myths that I really want you to see. It’s so much more effective to start
with getting these metaphorical twelve apostles, then get them out there talking about you,
as a way to reach the tipping point.
In the short term, what that might look like and feel like is, “Oh, my vision got so much
smaller,” but what I want you to see is that the five-year plan feeds into that bigger vision.
Right now, today, the way you feed that bigger vision is that you serve these people now,
the ones in front of you now, with all your heart and soul and everything you have. That
will give us the evidence that we need to keep going, so you don’t have to keep switching
your movement, switching your ideas, changing how you employ your tactics.
When I talk about The Incubated Author, what we’re incubating is that big vision, and the
way we’re getting there is with these little, measurable steps.

Inside the Author Incubator
On Picking What’s Right for You

Q: I did The Fascination Advantage and I’m “The Intrigue.” My primary advantage is
passion, second is mystique, and dormant is alert, but I still did not figure out what my lead
magnet should be, based on that. How would you figure it out?
A:
I really could see you doing the videos that you’re not even in but you’re maybe doing the
voiceover of, really creating mystery around it, and excitement about what it can be. A
great thing for you to do is create a video trailer for your movement, one that is totally
exciting, but doesn’t give anything away.
I also wonder if you could do a “Create Your Own Vision Board” Kit and give out printable
images that people could put on their vision board. You could even say, “Hey, we’re all
going to hold space to make this vision a reality, and the way we’re going to do that is that
you’re going to post a picture of your vision board in the group.” The kit could include this
download that you’ll get from me, plus membership in my group, because that’s how we’re
going to make your vision board more of a reality.” So now, they’re in your Facebook group,
and you have their email address.
There’s one other thing you can do. It’s a little weird, but it does work. I actually learned it
from Jack Canfield. Take a few lead magnet ideas and put the name of each on a note card.
Then have a friend help you by holding up one card at a time while you say the sentence,
“The perfect lead magnet for me right now is the ‘Vision Board Toolkit’.” As you are saying
this sentence, extend one arm out to the side and keep it straight. Have your friend press
down on this arm. If the lead magnet is a fit, you’ll be able to resist the downward pressure
and hold your arm rigid. If not, you won’t.
Even though this is totally different than the Fascination Advantage, many people get the
same result. Maybe your subconscious mind delivers the right answer for you. My lead
magnet ideas could be the world’s best suggestions, but if it doesn’t feel good to you, it
won’t work anyway, so don’t do it, because that’s just no fun.
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Chapter Six: Going All In on Serving Your Greater Purpose
“The difference in winning and losing is most often . . . not quitting.”
~ Walt Disney
Since 1994, I have helped hundreds of people get their books written, published, and
promoted. Some of these authors have successfully built strong movements. And some
haven’t. The determining factor was rarely tactics or resources. The determining factor is
one small decision. It’s a decision I can’t teach you how to make and I can’t make it for you.
And it’s a decision you may not even know you have made until you are successful.
Motivational speaker Les Brown says, “It’s not over until you win.” Nelson Mandela said, “It
always seems impossible until it’s done.” Those are the mindsets winners have.
Many of the authors I work with told me for months that what they were trying to do felt
impossible. And then they did it and they wanted more. When you know how strong you
are and what you are capable of, your dreams will only get bigger.
The first time I hired a personal trainer, I thought the work-outs would kill me. The first
week of racing around the aerobics room head down, pushing a square of carpet, or
jumping onto boxes 24 inches off the ground, or, God help me, doing those fucking endless
squats that I could never get the position right on.
I couldn't wait for week two or week 22 when things would get EASIER.
Finally, somewhere around week 12, I couldn't resist. I breezily asked my trainer, midlunge, "So, Bryan, when is this going to get easier?"
He looked at me, puzzled. Truly stumped. It was as if I’d asked a question in Amharic.
"Easier? Why would it get easier?"
"You know, when I'm thinner and stronger and good at all this stuff."
He laughed. "Oh, as you get thinner and stronger, we just make the work-outs more intense.
It will always be this hard!"

Go All In

The question before you now that you have seen laid out what starting a movement looks
like and what it really requires of you is:

Are you ready to go all in?
Most people ride the clutch and mash the gas at the same time. They are half in and half out.
Riding the clutch means that the clutch is partly engaged, by pressing the pedal in part way.
The clutch is used to engage the engine with the transmission, not to speed up or slow
down the car. That is what the gas pedal and brake pedal are for. When you do this, the
clutch becomes warped and eventually fails.
When you do this with your movement, you will never truly know what was possible. Your
results will be warped and your efforts will fail. You might try to blame the car for being a
lemon or the movement for being a bad idea, but really, you didn’t give it a fair chance.
If instead of wanting a movement, you wanted a 9-5 job and you accepted an offer, you
wouldn't be thinking, "Eh, maybe it will work out, maybe it won't." If you started a college
degree you wouldn't think, "Eh, what's $50k a year, if it doesn't work out, I'll quit." But
somehow in business we have made it okay, honorable even, to have a back-up plan at the
ready. I’m saying, take it off the table.
If you are all in for this New Bliss that you are moving towards, then it really requires, at
the fundamental level, a commitment to overcoming approximately a million obstacles. It’s
not like you just decide, and then, oh, now magically everything’s easy. No, almost the
opposite: that’s when the challenges really start to heat up.
Maybe you remember the story of Adam Walsh, a boy who was abducted in Florida in 1981.
His parents, most notably, his father, John Walsh, immediately started a movement when
their son was missing. From the ad hoc organization they put together to help with the
search for Adam, they established the Adam Walsh Child Resource Center, which eventually
merged with the National Center for Missing & Exploited Children (NCMEC), which they cofounded in 1984.
I know this is scary and unpleasant to think about, but imagine the commitment you would
have to your movement if your movement was dedicated to the search for your missing
child? There would be no hint of riding the clutch. You wouldn’t fall for the delusional
thought that things should be easy, and you wouldn’t look at an obstacle that came up in
that process of trying to save him and say, “Well, you know what? I’m not that into my son
anyway, I guess I’ll just quit looking and get a corporate job.”
There ARE, for sure going to be challenges that come up. There are going to be many times
where you need to pivot, and many difficult decisions that you need to make. There are
going to be times where it seems like it’s not worth it. But all of that self-doubt, all of those
issues that come up, if it was a matter of saving your child, you would keep doing it.
People come to me all the time with the idea for their book. They’re imagining being on the
Oprah couch, and to get there, or to your Ted Talk, or your New York Times bestseller list,

you need to have a commitment to a movement that is much bigger than a business
revenue goal. A lot of people don’t do the work to identify their movement, and so they’re
only kind of committed to something that’s only kind of clarified. And then they want a
magical angel to sprinkle pixie dust on them in exchange for almost having a fully-formed
idea.
Despite these fantasies, I think what we really want is to build and grow and develop
something where that money naturally follows as evidence that we’re doing something
meaningful. I think, for most of you, that if you would just wake up with money in your
bank account but with a stipulation that the only way you could collect that money is if you
were committed to never helping anyone again, you would walk away from that bounty.
There is no price worth a guaranteed knowing that we didn’t make a difference.
That’s why the first and most important metric is being truly committed to funding your
movement. When you do that, you show up for your movement in a bigger way than your
movement might feel right now. The reason you are going to be willing to do this work,
even though this is really hard work, is your belief in the New Bliss you are driving toward
and the awareness that the only way to get to this New Bliss that we want to get people to,
is to get our apostles.

Create services and products for the purpose of selling them.
Your logo doesn't matter, your company name doesn't matter, your website doesn't matter.
These are ego things you GET to do, but they are not what will determine your success. The
first step is to make something sellable and sell it. Here’s how master marketing expert Dan
Kennedy describes it: “Years ago, I discovered the #1 thing I should focus on in
business: making saleable things and selling them. And I can’t tell you how happy I am to
have had that revelation early in life. Without it, I most certainly would have struggled to
survive, let alone grow my business. Because one of the biggest problems that stops
businesses from growing and also gets businesses quickly into trouble is failing to focus on
making sales.”
This is true for movements as well. That doesn’t mean you have to build out the whole
product to sell it, you just need to build the marketing. Most people are going to invest in
most products for the results, not the aesthetics. (I mean, unless you are building the next
Apple!) So what you need in order to make offers is to have the marketing and the sales
mechanisms in place. You can create the actual product after they buy.
I actually did that in order to write this book. I knew I wanted to write about Starting a
Movement and that I had a big list of findings to share, but it wasn’t fully fleshed out. So I
created a live three-day event called Start a Movement and a virtual six-week course with
the same name. I sold these events based on some Facebook posts and phone calls. I knew
the RESULT of the training would be a solid understanding of what it takes to change an
industry or a group of people. What I promised these early buyers is that they would know
how to start a movement of their own and that they would know the exact steps they would
need to take to get there. I generated over $100,000 from this offer and yet, I hadn’t written

this book yet. There was no website for this program, no student center, no videos had
been created, no worksheets designed, no audio trainings completed in order to collect that
revenue. The first dollars rolled in about four weeks before I had to start teaching the
material and so it was at that point, after I made that first six figures, that I began to create
the worksheets, PowerPoints, and call scripts. Even now, as I am writing this, my amazing
video guy, Max Fox, is sending over the videos we made at the live event, and John and
Robin on my team are uploading them to our new student center. (They will be ready when
you are, dear reader. Email me at Angela@TheAuthorIncubator.com for details! Still no
website yet!)
This is my point. Make something sellable and sell it. If it doesn’t sell, for the love of God,
don’t write a book that no one will read or create a website no one will ever go to!
If you don’t have a Primary Pain Point that inspires those early adopters to buy, then that is
the data that you need to go and create something sellable. What you have learned from the
marketplace, because marketing always works even though we don’t always like what it
tells us, is that if you can’t sell it now, you’re not going to be able to sell it after you make it.
You have to be able to sell at least a few copies on your own, mano a mano, before you go
and scale something, build it out, or otherwise decide that it’s not working. I see a lot of
people quitting before they’ve even gotten the feedback on a product that will work.
Even if you’ve pick the “wrong” thing, if you go all in it will become the thing you needed to
get you to the “right” thing. Let’s say you really think your movement is backyard chicken
farms. Iif you go all in on backyard chicken farms with no hesitation, you’re going to find
out so much sooner what you’re really here for. If you go half in, it will take you twice as
long to learn that your real calling is feng shui. Having the clarity behind the Chicken
Movement sends a signal to the Universe that you are available for transmission. When you
are all over the place with ideas, the Universe doesn’t know how to get a clear message
through. Going all in on something creates the space for the right things to show up for you.

When you find something that works, stick with it
Once you find something that works, commit to stop changing course. Changing course is
for people who don't want to make a difference. If you have created something and sold it,
it works. The Universe wants you to do MORE of that. Grow it. Nurture it. Do it better.
As soon as you see something work, you may get a rush of confidence that will make you
think, “You know, it would be awesome right now to sell an ABC widget.” No! Unless you
have the extra bandwidth to do that, that’s not a choice you should make. My advice is to
first make sure you’re selling out of your XYZ widget and you’re comfortably hitting your
funding goals.
Once that’s going, and it’s smooth sailing and you have some extra time, then if you want to
add the ABC widget, okay. But being bored or even being inspired are not excuses to

abandon your followers.
Think about MLK, or your Jesus or whoever started the movement that inspires you and
your work, and think about them saying to you, “Look, I was going to keep this whole Civil
Rights movement going, but I thought about it and I realized this whole abortion debate is
heating up and there are starving children in Africa so I’m going to go work on those issues,
but don’t go anywhere, I’ll probably come back to this whole equal under the law concept
soon!” Would you admire that? Would that have turned out to be the person who you most
look up to? Nope! That person’s flaky and you probably wouldn’t even notice them. They
probably wouldn’t even make your radar, that’s the thing.
This level of focus, this is service, devotion, prayer.
You will be tempted to “cheat” on your movement. And each decision you make to resist or
overcome those temptations will attract more people to your movement. You will get
stronger and stronger in your commitment to serve the people this movement was
designed for. This life is almost monastic, and that’s how I want you to feel about your
work.
When you change your mind, you’re sending a signal to the Universe that you don’t want
success, and your wish will be granted. When you nurture and show gratitude for
something that’s working, you’ll get more of it.

Okay SquareSpace, We’ll Build it Beautiful . . . But Later
Most people start their movement with a logo and a website, but often not anything to sell.
They’re not things people resonate with, they are usually the New Bliss that we’re moving
towards, and not enough of the Primary Pain Point we’re moving away from. Once you find
the thing that’s selling and can fund your movement, then do the branding. When you hit
your monthly revenue goals, take some of that money and invest in an amazing branding
person who could give you not just a logo that you’re proud of, but a whole style guide that
blows you away and really speaks to the exact evangelists you’re looking for. Here’s where
I would get the trademarks, make your website beautiful, make sure you get a style
document that really speaks to your movement, maybe build a program website.
I want you to be able to hit that monthly revenue goal in the least amount of time possible
so that we can get you on the next stage, so we can get you either in media or PR or
speaking. How can we take this movement further up that innovation chain, from just the
early adopters to starting to reach that tipping point?
You don’t want to do this until you have a lot of support behind you. You want to have case
studies, you want to have your program, you want to have all your intellectual property
locked down. You want to know you have something unique.

Constrain Your Focus.
Now stop testing offers and constrain your focus. Start to say no 10 times more than you
say yes. Until you meet your monthly goals, don't take on anything new. Constraining your
focus is the greatest way you can show that you love your movement and the people your
movement is for.
You want to know you have something that works, and then you’re going to constrain your
focus so that you can hit that same goal in less time. What was taking you ten hours a day,
I’d love to see taking you two hours a day, before you move onto the next thing. That means
you’re going to outsource, you’re going to start to scale your business so other people can
do aspects of it, because there is only one you and your movement needs you for bigger and
better things now.
Build the support team, the infrastructure, the processes you need to start to become more
removed from your day-to-day operations.

Invest in Yourself
Are you an awesome bet? If you were placing odds on who was going to win, would you bet
on yourself? If not, fix that now. Be an awesome bet! My authors tell me, "Without you, my
book wouldn't have happened," and it's true. I get results for my clients — but THEY do the
work. They show up and step into the space I hold for them.
When you decide you’re going to make an investment in your movement, you need to know
that the best possible bet you could place is on yourself. When you invest in yourself, and
when you know you’re going to have your own back, you serve the whole system at a
higher level. The people who show up for you will be able to do a better job and you will be
able to receive what they are giving by creating an environment for them to really be able
to help you.
You have the opportunity to get better returns than any stock on the open market would
ever get. A great stock might get a 10 percent return. You should be able to make a $10,000
investment in yourself and know you’re going to get not only more than a 10 percent
return, you should know that you’re going to get a 100% return. So instead of investing
$10,000 and making $1,000 (which would be a great experience with a stock), I want you
to invest $10,000 in yourself and get $100,000 back.
When you believe in yourself, you will always get better returns than any stock on the open
market.

Manage Your Drama
The hardest part of running a business is managing the drama your business is designed to
create in your head. The drama is coming. Do you have a plan to address it?
I’ll use my Jesus example here. Jesus said, “I have come into the world as light, so that

whoever believes in me may not remain in darkness. If anyone hears my words and does
not keep them, I do not judge him; for I did not come to judge the world but to save the
world.” (It’s not the best marketing copy, but we’ll go with it for the moment.) When your
mission is that big, you know there’s going to be drama! Martin Luther King, Jr. was
assassinated. Jesus was martyred.
This is your calling. The drama is a collection of little angel messengers that are not to be
wished away. Those are all the lessons that you need to learn to do this work at the next
level. That’s the Universe testing you and saying, “Are you up for this? Are you open to this?
You said you wanted it, did you mean it? Do you know what that’s going to require?” It’s all
there to prepare you.
There is actually nothing external that qualifies you to be the leader of your movement.
There is no degree or certification or life experience or anything that you can do, externally,
that would make you qualified to run your movement. The thing that makes you qualified
to run your movement is your ability to manage the increasing and intensifying drama that
running this particular movement requires.
Now, it does get easier to manage, because I will tell you that the key to managing drama is
practicing. Knowing that you can handle it is one of the most valuable lessons that you can
learn in leadership. When you decide to stop — stop sabotaging your movement because
you’re not sure if you’re big enough for it — that’s when you’re big enough for it.
As your business grows, the drama gets more intense, not less! There is no date in the
future coming when you have this all figured out and it's easy.
Know the drama’s coming and have a plan to address it. Relish the drama and the intensity,
because it means you are worthy of these lessons. Enjoy the opportunity to manage the
drama and you'll get more, bigger drama to manage. You deserve it! You have been
anointed as a steward of the Universe’s money, a steward of the Universe’s wishes to make
the planet better, and as you prove yourself worthy to hold that space, you will get more
and more sent to you.

Inside the Author Incubator
On How Much to Give Away
Q: When it comes to really testing the market, how do I give away the why but not the how?
A:
What a lot of people will do for their free calls is they’ll break down a problem, and then
they give you the actual answers to that problem. I used to do this on my calls all the time.
So, I would have a free call titled “How to Write a Great Title for Your Book,” and then I

would go give people a lot of homework. I’d tell them to go find ten titles and make a list of
every possible title and then create some Facebook posts and go on Facebook and post the
titles and see which one gets the most clicks, then pick the three that got the most clicks
and then test the top three with Facebook ads.
I was giving them so much homework that the feedback I’d get was, “I’m going to do all the
stuff you gave me to do for free, and then I’m going to come back and work with you,
because I love you, I think you’re brilliant, I totally want to work with you, I just want to get
this title done now, and I feel like you’ve given me a ton of really good ideas. I’m going to
put them into action.”
But of course they would go away and get busy, or overwhelmed with my instructions, and
they would never get that title so they felt embarrassed to call me, or I just went on some
never-to-be-looked-at-again to-do list. It didn’t work. I didn’t REALLY help them, even
though that was my stated goal.
So now, I don’t give them that level of specificity and I don’t give them that homework.
I will just tell them stories and I will give them examples and the opportunity to talk to me
about their situation on a private call.
Let’s say you wanted to teach about boundaries. You might give examples of what happens
when you don’t set boundaries. Or examples of what happens when you set a healthy
boundary. But I wouldn’t necessarily tell them, “For you, here is what I want you to do,
create one small rule, go put that rule into action, see what happens, when you get a
response, journal about it, then I want you to write a letter to your future self that says
what you’re going to do when somebody pushes the boundary.” That’s the stuff you do with
a client. Before they’re a client, you’re going to give them the examples and the stories.
You can’t teach them everything about boundaries, give them a chance to go out and
practice, and solve the problem. On a free call, all you can do is help them to see there is a
gap between where they are and where they want to be, and that the key to closing that gap
is working with you.

Chapter Seven: Clear Eyes, Full Hearts, Can’t Lose.
“Obstacles are those frightful things you see when you take your eyes off your goal.”
~Henry Ford
In the now-cancelled fictional football drama Friday Night Lights, (which, incidentally, was
based on H.G. "Buzz" Bissinger's non-fiction book of the same name), Coach Taylor takes a
high school team and turns it into a movement to unite a community. The night before the
final playoffs, he gives a speech I hope you can replay for yourself in the moments you need
it. He said:
“Right now, 40,000 people have also written us off. But there are some who do still believe
in you, a few who'd never give up on you. When you take that field, those are the people I
want in your minds. Those are the people I want in your hearts. Every man at some point is
gonna lose a battle. He's gonna fight and he's gonna lose. But what makes him a man, is that
in the midst of that battle he does not lose himself. This game is not over, this battle is not
over. So let's hear it one more time, together. Clear eyes, full hearts, CAN'T LOSE!"

There Are Alternatives, But not Easy Ones
This is going to be hard. You are absolutely, for sure, without a doubt, going to want to quit.
In fact as I am typing this chapter, not one, not two, but three of the members of my
mentorship just sent me a “request to quit” notice. Most people will agree it’s the right
thing to do. You don’t have to work so hard; pick up a nice part time job at a flower shop. I
hear driving for Uber is a great way to make cash and meet people!
If you can look at a picture of your first apostle and think, “She’d be fine without me,” then
maybe quitting is for you.
Although let’s be clear about one thing first: starting a business without a movement
behind it is ONLY harder and filled with more obstacles. Unless you have a big trust fund,
you need to run a business to fund your movement. Running a business is hard. That’s why
most people, instead of running a business, have a hobby that isn’t particularly financially
successful but they call it a business because it sounds nicer at a cocktail parties.
Having a reason for running your business like a business actually makes things easier. You
have your ‘why’ to keep you buoyed up in the dark moments. But if you can’t make the
business work with a movement, let’s be super clear this significantly decreases your
chances of success without a movement.
So what are the things that will increase your success?
First and foremost is loving your people with your heart, mind, and soul.

Without Accountability You Will Abandon Your People
One way to show that love is to make a sacrifice on their behalf to keep you accountable.
This can be a mentor, a coach, or even an employee. But there needs to be someone outside
of you who’s holding you accountable to the promises you made to your movement.
When I started my business, I gave myself an offer letter. I wrote a job description, gave
myself a board of directors (my roommate, my sister, and two good friends), and I had a
monthly call with them where I had to tell them what I did the last month and what I was
going to do the next month. And let me tell you, they asked some really hard questions! I
caught myself several times lying to them or leaving information out because I didn’t want
to explain what I was doing, but really those were ways I wasn’t serving my movement.
Month one, I said my goal was twenty-four clients for an online $100 class I was teaching. I
thought it would be easy! It was only $100. I got one. One lone client. I wanted to lie. I
hoped they didn’t remember. They did. And they wanted the plan for how we were going to
make up for it next month. And they wanted to know next time how we could address it
earlier in the month. They explained that there was a point when I realized I wasn’t going
to hit that goal and that’s when they wished I called so we could put a plan in place before
the month was over. Having a board made me smarter and braver.
You can even turn your business success into a game. At the beginning of the month or the
quarter, create rewards for hitting certain goals. Create penalties for not hitting those goals.
With your rewards, you want to be careful that you don’t reward yourself with something
you would buy anyway. For instance, don’t make it a haircut, because you probably get
your hair cut anyway, but if you normally go to a $45 haircut place, but there’s a place that
you would love to get your haircut that’s a $150, make it that place.
If you have a mushy outcome in mind — something like, “I want as many clients as
possible,” or “I want to make more money than last month,” you’re going to do a whole
bunch of things to try to make that happen, and you’re going to get varied results that you
don’t know how to interpret. But if you’re trying to get one outcome, let’s say, ten clients at
a $1000 each, then your brain is going to get assigned the task of figuring out how to get
you there. Having one goal makes you exponentially smarter and more capable of tapping
into your own intelligence.

You First. But Only Every Time.
I’m going to give you a secret bonus tip. I hesitate to do this because you won’t believe me
now, and by the time you get this lesson for yourself, you will have long forgotten I said it to
you. But for the one or two of you who are at the edge of a breakthrough, this little bit of
information will put you over the edge.
Back in Step Eight in Chapter 3, I wrote a lot about how you wanted to bring your early
adopters into the hero’s story and make it their story, too — especially in the ordinary
world. Well, the truth is that it IS their story, too. The illusion that we are separate beings is
just that, an illusion. Philosopher Alan Watts argues, “We do not ‘come into’ this world; we

come out of it, as leaves from a tree. As the ocean ‘waves’ the universe ‘peoples.’ Every
individual is an expression of the whole realm of nature, a unique action of the total
universe. This fact is rarely, if ever, experienced by most individuals. Even those who know
it to be true in theory do not sense or feel it, but continue to be aware of themselves as
isolated ‘egos’ inside bags of skin.”
Your desire to make the pain in your life mean something or to be able to make a
difference, comes from, I believe, “the myth of the sole ego.”
Everything that happens in your Movement is happening both TO you and FOR you. There
is no separation. The way you buy from others will be the way others buy from you. The
way you treat your clients or employees will be the way your clients and employees treat
you. Philosophers Gilles Deleuze and Félix Guattari call this the rhizome.
"As a model for culture, the rhizome is characterized as a map or wide array of attractions
and influences with no specific origin or genesis, for a 'rhizome has no beginning or end; it
is always in the middle, between things, interbeing, intermezzo.' The rhizome resists
chronology and organization, instead favoring a nomadic system of growth and
propagation. Culture spreads like the surface of a body of water, spreading towards
available spaces or trickling downwards towards new spaces through fissures and gaps,
eroding what is in its way."
I know I’m not supposed to bring my PhD in Post Modern Philosophy out to play too much
but if any of this is sounding like coming home to you, what you have to know is that you
have the opportunity to fix this. You will always be one tiny step ahead of your followers. If
people start missing payments, see what payments you are missing. If people are
complaining about your leadership, see whose leadership you are complaining about. The
“You First” approach works — but only every time, as author Byron Katie might say.

Becoming the Leader You Are Required to Be
If there was a single quote that’s had the biggest impact on the way I spend my money,
build my career, and live my life, it’s this one by Jim Rohn: “You are the average of the five
people you spend the most time with.” Although I’ll be honest, I don’t know Jim Rohn and
always thought it was Tim Ferriss who said it! Shows you who I’m hanging out with.
This concept is different than it might appear on paper, so let me explain. When I first
started working on books, I worked with authors who were paid six-figure advances and
had long, illustrious writing careers. None of the authors I worked for wrote books that
didn’t get published. They didn’t write on spec. They had a contract and a deadline and a
system for getting the book done by that deadline, and I was a part of the process. It’s
possible I could have gotten a job for some other type of writer who didn’t finish his work
— or ship his work, as author Seth Godin might say.

Because of these early experiences, I just became someone who regularly wrote and
finished books. When I did this inside corporate America, I was working for people who
used books to sell products. We didn’t sometimes just do a book because we had a fun idea,
there was a discipline to our thinking and metrics that we had to meet for me to keep my
job.
But when I started working with life coaches on their books, something changed. I started
hanging out with people (amazing, wonderful, lovely people) who wanted to WANT to
write books. They didn’t know that, of course, they thought they wanted a book, but they
didn’t have books. They actively liked the idea of having one, but not enough to really do
anything about it.
I had clients who didn’t finish their books. I had several book projects that were going
unfinished. I had 10 or 20 people each week joining programs of mine and then never
finishing their books. I was surrounded by and living in OPEN LOOPS. One day — after
reading this quote from Tim Ferriss (J) — I realized I had to change who I was spending
time with.
If I started to spend time with people whose lives were filled with closed loops, probably,
organically, the open loops in my life would begin to close.
Now that’s not to say for a minute that I stopped loving my life coach friends and their open
loops. I love them. But I choose not to spend as much time with them. I invite them to be a
part of my new world, but here I only hold space for people who are ready to risk their
fragile egos in service to the world. It’s scary out here. But it’s also brave and free.
I did Danielle LaPorte’s Desire Map process a couple years back and the core desired
feelings that came to me were fearless, grounded, and open-armed. In her process, she
teaches you to pursue those feelings rather than specific goals. In the process of pursuing
those feelings, I have, organically, changed the five people I spend the most time with, and
in the process dramatically changed the results I see in my own life.
I think of this process as becoming NOW — in advance of the results you seek — the person
you need to be to get the results you want.
So ask yourself, what kind of mentor would the person running your movement at, say,
$1MM year in revenue and 10,000 fans and followers, invest in? Who would that person
hang out with? How much would that person weigh? How often would that person get her
eyebrows waxed? What brand of coffee would that person buy? Who would the last three
texts on that person’s phone be from?
When you get to know, love, and be the leader of the movement you want to build, your
movement will be sitting under your nose.

Conclusion
“Ring the bells that still can ring
Forget your perfect offering
There is a crack in everything
That's how the light gets in.”
~ Leonard Cohen
I’m going to make a guess that at this point in our relationship, you have read the book,
thought the ideas were great, but you still don’t think you have an idea that’s “good
enough” to be the basis of a movement.
I’m going to guess that you are like Caroline Greene, best-selling author of the book Matter
who has helped dozens of moms find work and start businesses that are right for them and
their families and who still, even after making a difference changing so many people’s lives,
wonders if her message is worthy of a movement.
I bet you are like Sophie Sabbage, best-selling author of The Cancer Whisperer, who still
worries she will be pigeon-holed as a cancer expert and never reach the broader audience
she wants to help, even though people without cancer have signed up to work with her
since her book was released.
I bet you are like Melissa Nations, whose revolutionary book Skinny has a powerful
message for young girls who want to be thin, that that dream is possible without the selfharm and the shame that comes with it, who wonders if there is enough of her to go around
and if it’s fair to put her book out there without the ability to make a full-time commitment
to her movement.
You could get lost right here in this quest to get every aspect of your movement perfect
before you start. You could go straight back to “trying” to figure it out. But you know who
that helps? No one.
Kevin Nations told me a story once that has stuck with me. I was telling him that I realized
my authors needed more support after their books were released, but that I was having
trouble figuring out what to offer or how to offer it. “Trying to figure it out doesn’t exist,” he
said. “You are either helping your authors, or you’re not. And you are basically telling them
you don’t care what happens to them.”
“I do care,” I protested.
“Imagine I was on a boat with your 8-year-old son,” Kevin offered. “And let’s say he didn’t
know how to swim, didn’t have a life jacket on, and he fell off the back of that boat. Now
there are two possibilities: either I jump in and save your kid, or I don’t. If I stood on the
deck and tried to think of the safest way to save him, or if I figured it would be better to
take off my pants before I jumped in, or if I went looking for a life jacket and in that time

your child drowned, you know what we’d call it? Negligence! And that is what you are being
with your authors.”
I hung up the phone and created The Order of the Plume, my mentorship program for
authors, right after that call. It wasn’t perfect, or fully formulated, or done elegantly, but I
did it because I loved my authors and I wasn’t going to watch them drown and call it
helping.
What I learned in the process is that you think you are looking for your movement, but the
truth is, your movement is looking for you. As Elizabeth Gilbert so beautifully said in her
book, Big Magic, “The universe buries strange jewels deep within us all, and then stands
back to see if we can find them.”
If you are called to help people, if you know you were meant for something bigger, if sugar
plums dance in your dreams nightly with ideas for how you can make a bigger difference,
then the time for waiting has passed. Each idea is an attempt from the universe to get you
to rise and stand in your greatness. The movement will come to you when you show up, in
full, to the party. And that is my wish for you: stop waiting and show up for your people,
imperfectly, and let the light shine through.
As an incubator, our goal is to speed up the growth and success of the movement with an
inspiring community, quality advice, and a supportive structure. Not everyone wants to be
incubated. Some people like the challenge of doing it on their own, even if it takes longer.
The Author Incubator puts primacy on speed. In this environment, there is a lot of potential
for cross-pollination of ideas and possible alliances and synergies.
THE INCUBATED AUTHOR
•

Knows they were born to make a difference.

•

Fears not being of service MORE than not getting it right.

•

Wants to live each day knowing the struggles they faced were not in vain and that if
they can save one person from even a fraction of pain, they will.

•

Values speed and thinks of themselves as someone with no time to lose.

•

Invests in improvement as a pay-it-forward style gift to the movement

Don’t let anyone tell you that you can’t start a movement with your message. The right
book can ignite an adventure that draws your people to you, and with the right strategy
and support in place you can fund your movement and create a legacy of transforming
people’s lives with joy and ease.

Ask yourself: what is the gospel, what is the sermon that you need to give to move people
away from their pain and to see the New Bliss? When you find that, you create a movement
your first apostles have no choice but to be a part of. They will be called. And that, ladies
and gentlemen, is how you start a movement with your message.

10 Things We Believe at The Author Incubator
1. Every author we publish must have a servant’s heart and be dedicated to creating
change for their READER.
2. It’s best to do one thing really, really well.
3. Getting a book than can make a difference out as quickly as possible is always better
than waiting for the perfect book.
4. Money is an energetic exchange that is REQUIRED to create change and the
acquisition of money is evidence you are creating that change.
5. Our OBSESSION is with serving READERS not AUTHORS. . . . The reader knows best;
if the author knew best, they would not be working with us.
6. Authors should be making lots of money from their books.
7. We deliver RESULTS for our authors. That means we set strong boundaries and hold
ONLY a place for their success.
8. We deliver WOW through RESULTS.
9. Our advice is often counter-intuitive and not always comfortable.
10. The old publishing model where publishers take 90% of the revenue is DEAD. In the
new model, there must be an even trade of value between publisher and author.
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Thank you!

Thanks for reading! I’d love to hear more about your message and the movement you’d like
to start. Please email me or comment on Facebook at
https://www.facebook.com/TheAuthorIncubator
FREE VIDEO CLASS: For a collection of Start a Movement video training highlights, email
Angela@TheAuthorIncubator.com.
FREE BOOK: You can buy a copy of my book The Difference: 10 Steps to Writing a Book that
Matters over on Amazon, but I’m happy to stick a copy in the mail to you — totally free,
autographed, and with a few other secret treats and surprises, too. Here’s what you have to
do to get it:
1. Schedule a Strategy Session with my team at www.TheAuthorIncubator.com/Apply
2. Show UP to the Strategy Session – No shows and cancellations will not be rewarded.
This makes my team cranky.
3. On your call, let the editor know you’d like us to send you a free copy of the book.
When you get the book (and all the other surprises in the Movement-maker care
package), be sure to drop a review on Amazon or post a picture of yourself holding the
book on Facebook or Instagram!
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