
Advanced Publishing Ninja 
with Kristen Joy, The Book Ninja 

What to Expect in Session 3  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Session 3: Clients and Teams 

Finding Clients 

You can learn all the details of managing the process, but if you don’t know how to get 
a client, you can’t build much of a publishing business. So, how do you find clients?

First, start with a website. You need a place where you list all your services and 
prices. Having this on a website is the easiest way to do it.

I encourage you to offer packages. If you look at any big-name self-publishing 
company, they have packages of services provided for a package price. It is much 
easier for people to say “yes” to a package than a bunch of nickel and dime À la carte 
items. 

Sometimes people will want individual services. I sold people into my gold level 
package, a $6,000 package, and then would upsell them to À la carte items. Let’s say 
they didn’t want all of the additional items in the highest level package but there was 
something they wanted from that package like a video book trailer and maybe another 
small thing. They could add those couple of items À la carte adding another $1,000 in 
my pocket but letting them spend $7,000 instead of the top-end package price of 
$10,000. They felt they were saving money while I was being paid what my team was 
worth.

You can also offer options to customize a package for a client. In this case, you should 
start with whatever package has everything they want and then customize by adding 
things onto it. It is a lot easier to start low and add on than it is to go high and start 
taking things away. They may get to the point where they have added on so much that 
they are paying more than the cost of the highest-end package. At that point, you can 
offer to them that they could actually save money by going for the biggest package.

Once you have your services and packages laid out on a website, go to local 
networking events. Warning… You WILL be treated like a local celebrity! It happens 
pretty much wherever you live. When people find out you are a publisher, they start 
treating you as someone special. Don’t let it go to your head, but don’t be taken aback 
by it. There are not a lot of people out there who make a living publishing other 
people, and when you think about the fact that everyone and his brother dreams of 
writing a book, being a publisher makes you a celebrity in their eyes.
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You can also join niche Facebook groups. Whether there are authors in these groups 
or not, I can guarantee you there will always be people there who want to write books. 
Have “publisher” on your profile and information on your Facebook page. People will 
get curious and go check you out, especially if they want to write and publish a book… 
and those are your clients! Make it easy for them to find that information without you 
spamming the group. Do not spam them. Interact and communicate with people in the 
group and you will get to know potential clients. You might also discover that the niche 
you think you like is comprised of a bunch of whiners you don’t want to be around so 
you can change niches.

Don’t forget to include your URL and company information in your email signature. 
This is often something that is forgotten about. You can apply an email signature in all 
or nearly all email programs, including gmail. You may not be able to in Yahoo or 
Hotmail, I don’t know, but either way, I recommend you do not use either of these for 
your business email. In fact, you really should use nothing but your website email. 

We use “info@thebookninja.com” for our general email address for our company. 
Elise monitors that. I don’t usually give out my personal email address because I don’t 
like to receive unsolicited emails—and you will get them from everyone who wants to 
“partner” with you on something or pick your brain. 

BUT… regardless of what kind of email you use, you need to have in your software an 
email signature that has your company website address and company information in 
it. You can create a tag line or something like that to include along with your company 
name. For example, my signature line is: 

Kristen Joy, "The Book Ninja" 
Create Books that Bring You Business 
TheBookNinja.com 

As I’ve said before, every author you will ever meet, including yourself, is paranoid 
and scared of this new process. He/she has been nursing this baby for months and 
even years and suddenly it is about to be handed off to someone they don’t know. It is 
frightening. Treat your clients like children because that is how they will act. You will 
have clients who will throw tantrums and clients who will need you to “dumb it down” 
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to CARE about them and treat them with kid gloves.
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to a second grade level for them to understand what you are talking about. You must 
keep reminding them you care about them and their book and that you are there for 
them.

How to Get a Client 

1. Publish your own books and let others ask how you did it…then answer them! For 
me, people ask “How did you publish your books? Did you self-publish or are you 
with a publisher?” My answer, even today, is “I happen to run a publishing 
company.” When people ask if I will publish their books, the opportunity has been 
presented for me to engage a potential client. For me, I say, “right now I am only 
publishing my books and books in a specific series.” Your answer would be, “Here 
is my card…go to my website and check it out.”

2. Speaking. BE the expert! If you are not comfortable speaking on stage, find a 
coach like Felicia Slattery (kristenrecommends.com/felicia) to help you get over the 
fear of speaking. When you are on stage, regardless of the size of the crowd, you 
are the expert. If you are the expert speaking about publishing, who are they going 
to come to when they want to get a book published and don’t know what their next 
steps should be? You are going to be the one they know, like and trust. Are they all 
going to hire you? No, but it is a good start. I’ve actually had people decide they 
weren’t ready yet and still refer other people to me—and yes, I paid them a referral 
fee. I’ve even had client who saved all their referral fees to pay for their own book 
production!

3.  Ask your first happy client for referrals…AND a testimonial of how awesome it was 
to work with you. Get them talking about you. Feature that testimonial on your web 
site, on the back of your business cards, and wherever it makes sense. Don’t over-
use one testimonial because people will notice you are using the same one over 
and over again.

Contracts 

Book production doesn’t start with editing or even writing. It starts with a contract. You 
cannot go into production until you have something in writing. ALWAYS have a 
contract with your clients. I provided contract samples in the Book Publishing Ninja 
course (class 1) so get those in your Members Area for that class. Most clients, from 
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my 12+ years experience, will not read the contract even if you stress how important it 
is for them to read it. They sign blindly. That makes it their fault if there is something 
there that isn’t good for them. 

You also need to have contracts in place with your team members. Some of those are 
also in the Book Publishing Ninja Members Area. Some team members will have 
contracts that they use and they will send those to you. You need to read it. Don’t be 
like your clients and not read the contracts! As we talked about in session 2, NDAs are 
also a good idea.

The Author Contract

I gave you the À la carte contract I’ve had dozens of authors sign. The reason I gave 
you that contract is because it has every service I offer with the terms and pricing, etc. 

1. Separate Payments: My contract was specifically for ghost publishing, and in that 
case there are certain line items that are always paid for separately by the client:

➡ ISBNs

➡ Printer Fees. IngramSpark and CreateSpace both take credit card numbers and 
keep them on file. You don’t want your credit card to be the one on file for their 
account. From the very beginning, you have to use their credit card information.

➡ Copies of their book. 

❖ Ghost Publishing: No free books. They get ALL books “at cost.” A lot of self-
publishing companies will say “You get 10 free copies of your book.” Are 
those really free? No. The cost is factored into the program they are paying 
for, but authors think they are free. Probably 80% of the time I got this 
question from a client I was negotiating with: “How many books do I get 
free?” My answer was—and if you’re ghost publishing, your answer should be
—“None.” They think that is a rip off, but I explain it this way, “I give you 
something better…I let you have your own printer account so you don’t have 
to pay any markup on any books you want and you can buy as little or as 
many as your want without that markup. You can choose to buy one at cost or 
100 at cost or even 1,000 at cost without markup. Every company out there 
that gives you free copies is going to charge you a markup.” One time I had 
an author go with another company because of this and that person came 
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back to me and said, “I should have listened to you…because I have to pay 
$5 more for every book I order from my publisher than I would have if I had 
gone with you.” You can do the math for them while you have them on the 
phone so they know how much those books are going to cost at IngramSpark 
without markup. AND, you can borrow my story and tell them what happened 
to that author by saying, “My coach had a client….” Tell them to go and get 
the price of a book from someone else and they will find out that 10 copies is 
not all it’s cracked up to be.

❖ Self-publishing: 10 free copies with a discount on any additional copies they 
want to buy.

➡ Additional editing past 100 “pages.” In my contract, you will see I have specs for 
what is required by and considered a “page” by my editors. My editors preferred 
a Microsoft Word document, 8.5” x 11”, one inch margins on all sides, 1.5 line 
spacing (to allow room between the lines so when they are tracking changes in 
MS Word, you can see exactly what they did and where they changed things—
and can change it back if you want) with a standard Arial 11.5 point font or 
Times Roman 12 point, etc. This set of specifications makes it easier for the 
editor to read, correct and catch mistakes. Will they catch all mistakes? Highly 
unlikely. Large traditional publishing houses can have four editors on every 
manuscript and each one goes through the manuscript two times before the 
head editor takes a final crack at it to give it polish. And how many have you 
read with errors in them? Virtually every one and that is after 11 rounds of 
editing (including two by the author and one by the head editor). Do you really 
think one round of editing is going to catch everything? 

Some books are less than 100 pages using these specs, some are right at it 
and some are over. For those over, I charge an additional amount per page. I 
knew that in my packages I built in enough margin to pay my editor for 100 
pages. If the manuscript is 800 pages and it is going to end up being a $10,000 
editing bill on a $6,000 package, I would lose $4,000 out of my own pocket just 
for editing. That hasn’t happened to me, but it has happened in the industry. 
This is how I protect myself. I always explain this whole process to the author in 
a free consultation call on which I go over all the details of the process.

2. Printer Setup: this section will usually invite questions. In my contract, I have a 
section describing printer setup and authors will still tell me they don’t understand. 
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3. Design: the prices in my contract for designing anything are tested and based on 
outsource costs with profit margin built in for you. For every one of those prices, I 
found designers who would work for 50-75% less than what I charged because I 
managed the project, sent the proofs to the client, worked with the client to make 
sure what the designer did was correct, etc. Designers cannot always envision 
what you have in your head and sometimes they are afraid to ask or admit they 
don’t understand what you want, so there can be some back and forth to get it 
right. You MUST be a good communicator to clearly articulate what you want and a 
good project manager to stay on task and follow up to make sure they understand 
what you want and deliver it. If you aren’t a good communicator and project 
manager, don’t start a publishing company.

4. Editing: again, the prices in the contract are based on typical outsource costs for 
editing.

5. General Terms: this section is standard for publishing. It has been lawyer reviewed 
and approved. You have the right to use this for your personal publishing company 
use.

6. Remove the “Submission Acceptance” section ONLY if you want to look like every 
other “self-publisher” out there. This gives you the right to reject a manuscript and 
cancel the contract. Let’s say after talking with a client you agreed to take their 
deposit; but when you received the manuscript, it was totally different from what 
the author described to you. For example, the author might have called it a 
“romance” novel, something you publish, but when you read the manuscript, it 
turns out to be erotica, something you choose not to publish. You need a way to go 
back and say, “Based on our conversation, you said… I signed you up and took 
deposit…but after reviewing your manuscript I see it is not really in line with what 
we publish, so I am going to have to return your deposit to you.”

7. Cancellation Policy: All I can say is HAVE ONE. My cancellation policy is a tried 
and tested 30 day cancellation policy and any monies paid are refunded except for 
anything already started where work has been done. My team always got paid! If 
we did the cover design in the first two weeks and the author decides to cancel, 
they do not get their money back for the cover design. If they are on a payment 
plan, the first payment, their deposit, only covers the design work. If they cancel, 
they don’t get any files or anything. I’ve been burned and learned, so I am making 
it easy for you to protect yourself.
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8. Non-compete: if you are ghost publishing, you need to have one. I have had clients 
try to teach or take my material and run with it. That is not okay. This is how I make 
a living, so I always have a non-compete to have what I need to take legal action 
against them.

Client Payments 

Asking for money is one of the hardest things to do when you start a business, 
especially when you are talking about thousand of dollars, not twenty bucks. 

Payment Plan vs Upfront

Should you take payments or require everything upfront? There are pros and cons for 
either. It is hard to argue the benefits of getting $6,000 in your bank account all at 
once. But, it is easy to spend the money and then it is gone, so it makes it more 
challenging to plan a project and pay your team. With a payment plan, you have to 
wait for all your money, but a payment plan works really well if you want to know you 
have so much money coming in each month and want to be able to budget and plan 
for that. There are some things to keep in mind: 

๏ I would never make a payment plan longer than 6 months because at the six 
month point, people forget why they are paying that and they cancel. 

๏ Always include an administration fee. It isn’t difficult to add up the payments and 
find you are paying $500 more than if you paid upfront, but still clients sometimes 
need payments so they pay the fee anyway.

๏ Use the administration fee as a negotiation tool. You can encourage them by 
saying you will waive it if they pay upfront. You can also offer to waive it for 
someone who really wants to work with you to get them to buy quickly. For 
example, I would say, “I realize you really want to do this but have to talk to your 
spouse [or whatever] and I’ll tell you what…I will waive the admin fee making your 
payments $XXX per month for four months if I have your contract signed and in my 
in-box by midnight Sunday night.” That method has worked extremely well for me 
in getting people to sign up sooner than later.

Payment Type
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๏ Check: You can choose to accept checks, but ONLY start work after that check 
clears. If they send a check for everything at once, work on the entire project. If 
they send a check as a payment plan, only do an amount equal to the amount that 
has cleared. In other words, if they send 1/4 of a total for a four month payment 
plan, do no more than 1/4 of the work and then stop until the next check clears. A 
check is in their hands and their responsibility to pay. You can send them an 
invoice but they still have to write it out and send it in the mail. If it bounces or is 
late, you don’t want to have to pay your team for their time and work when you 
don’t have the money in hand yet and there is no guarantee you will ever have the 
money in hand. 

I personally prefer to not accept checks. In my contract, there is a clause about 
return check fee. I have had to charge fees and interest. You are not a bank. You 
are not responsible for funding other people’s projects unless you choose the 
traditional publishing model. It says in my contract that if they are on a payment 
plan and they don’t pay on time with a five day grace period, their account will incur 
a 5% surcharge as a finance fee. If they pay and their check bounces, not only will 
they get a return check fee, but they will also incur the 5% surcharge immediately 
because their payment will now be late. If a client has poor money management 
skills, I don’t want to work with them.

๏ Cash: ONLY accept cash in person. Never take a big sum of money through the 
mail. 

๏ Credit Card: you can accept through PayPal’s merchant services. I’ve used other 
services and this one is just easier. If you use a different merchant service, just 
make sure it is one that understands online business and online payments. Credit 
card fees are a cost of doing business. Do you want business? Don’t charge extra 
if they use a credit card. It is an inconvenience to your customer and the more you 
inconvenience them, the less likely they are to do business with you. If you want 
business, you need to accept credit cards. The fees are really not that bad and are 
minimal when you consider the doors that you are opening for more people to do 
business with you.

๏ PayPal: you can also take payment just using PayPal. You can send someone a 
PayPal invoice and they can check out as a “guest” using their preferred credit 
card to make payment. This is my preferred method.
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Book Production: Packages 

Bare minimum services you should offer in a package are as follows:
✓ ISBN registration and EAN barcode (done in the client’s name for ghost publishing 

or use one of your own for the other models).
✓ Book cover design: you will always get this question: “Can it be a full color cover 

design?” In the old days, going to the local printer to get a cover printed meant 
paying more for color. People older than a certain age have this as a frame of 
reference and are always concerned about the cost of the cover, worried that they 
will be stuck with black/white or that they will have to pay more for color. Make sure 
they know it is full-color.

✓ Book interior layout
✓ Printer setup (create an account for them if ghost publishing or use yours for one of 

the other models) 
✓ Hardcopy proof: they should always see a copy of their book in print in their hands 

if they are hiring you for a print book. If they are only hiring you for an e-book, then 
they should see the e-book file before you upload it to wherever you are going to 
upload it.

✓ U.S. Copyright registration
✓ Library of Congress registration, depending on the book
✓ Paperback and e-book format. You could choose to do paperback only and e-book 

in a higher package, but I don’t recommend it. I tried it and people wanted to 
customize the package to do e-book and not paperback, etc. E-books are 
inexpensive to get created converting the paperback if you use my programmer 
that is in your Members Area.

✓ Being available for questions/customer support

Optional, but recommended services—which can be in the same or an upgraded 
package—are:
✓ Strategy Session: my process was to have a free consultation upfront. That was 

usually a 15 minute phone call for me to answer questions about our packages. I 
would not have this consultation with someone who had not yet seen my website 
and packages on the website. If they hadn’t seen it, I would have them get on their 
computer and walk through it with me. If they weren’t near the computer and hadn’t 
seen my site yet, I considered they were just trying to pick my brain and were not 
really serious. I would tell them to schedule another call to make the best use of 
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our time and that in the meantime, they could go onto my website and review all 
the information so I could answer any questions they had. The people who balked 
at this and claimed they couldn’t believe I was blowing them off when they had 
made time in their day for the call, I told them I was sorry they felt that way but we 
were not going to be a good fit. You would always regret working with that person 
at some point in the future because they want to control everything and monopolize 
your time. Be willing to let them go.

The strategy session is different. This is basically the “now you bought a package 
so let’s get into this to determine how we can do the best job for you.” This phone 
call is to clarify goals, get information needed for their book (e.g. sizes they are 
thinking about, vision for cover, etc.), talk about what they envision for their project 
and how exactly you are going to help them bring that to fruition.

✓ Book(s) set up to accept returns (IngramSpark ONLY). The dream of being in 
bookstores makes this important to some authors.

✓ Copyediting. I had a package that included it and a lower package that didn’t 
include it. Some people already have their manuscripts edited before they come to 
you and this is why this is optional but recommended.

✓ Graphics/Images inserted. The more graphics your interior layout person has to 
insert into the layout, the more complex the layout is, the longer it is going to take 
for them to do it and the more it is going to cost. In my company, each package 
had a different number of images that could be inserted. In my contract, I had a 
price for each additional image that was to be inserted (something like $5 per 
graphic). Sometimes during the initial consultation call, a client would ask about 
their book having more graphics/images, for example 60, when my highest 
package allowed 30. I would offer in negotiation that if they took the highest level 
package with the 30 graphics included, I would waive the cost of the additional 30 
graphics and they could get their 60 images in the book. They would love that. 
Would it have been cheaper for them to pay for the additional images? Yes, but 
instead, I took them from a $6,000 package to a $10,000 package because they 
don’t see it that way. They see it as saving money, not paying more money.

✓ Market pricing research. If you took the Journal Design Basics class, you saw me 
do this. Go to Amazon, look in that niche for similar size and type of books, look at 
pricing on those to determine where your client’s book should fall. For whatever 
reason, clients rarely do this themselves. They are always asking “What price 
should I put on my book?” so I made a big deal of it and usually did this for them. If 
the book is non-fiction by an author who is a speaker doing speaking 
engagements, unless it is a very thick book, the price should be $20. That is the bill 
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size most people have in their pockets at these events and it makes it easier to sell 
books.

✓ Cover images in multiple formats. Instead of sending one high-resolution .jpg 
image that they would have to convert themselves for their website and other uses, 
add three different sizes of .jpg images, thumbnail, middle size for web, high-
resolution image. Clients love this and it takes very little extra time for the design 
team to do so I built that into my higher level packages.

Optional add-on services: these are the services that mean more cash!
✓ Hardcover format. If you have people doing paperback, very often they want 

hardcover, too. Charge $150 extra. Why? Because they want a dust jacket and that 
requires a redesign of the book cover from your book designer. There are also 
some additional set-up fees that will need to be covered if not ghost publishing, but 
the interior layout is the same. The $150 will more than cover the added costs and 
you can make good money from this. For the client who is spending $6,000 to 
$10,000, this is pocket change.

✓ Printer back-office and sales training (ghost publishing ONLY). I always added this 
because I didn’t want to get a bunch of questions after the fact like, “How do I tell 
how many books I sold?” All this really requires is an appointment made in 
advance where they are to be at their computer and you are on the phone with 
them, both of you logged into their account on IngramSpark and you talking them 
through the menus and explaining them. This doesn’t work at all if they are not in 
front of their computer, so allow for one rescheduling time for the rare person who 
doesn’t follow the instructions and then after that, they have to pay for your time to 
reschedule again. I’ve now added to my coaching calls that fees paid are forfeited 
if the client is a no-show for a call. My attendance rate is almost 100%.

✓ Printed marketing materials like posters, business cards, postcards, etc. The 
person who does your cover design can probably do these as well. Graphic 
designers who do materials like this can very rarely produce a good book cover, 
but a good cover designer can produce excellent marketing materials. Check out 
my contract to see how I have a couple of different packages for marketing 
materials to be added both separately and included in my big packages.

✓ 3D cover images. These can be done on fiverr.com. Send them the cover design 
and have them turn it into 3D images. It has been proven in research studies that 
products displayed in 3D like this sell more. Not only does it look awesome, but it 
even makes e-books look more “real.”

✓ Website/Social Media setup. The person doing your website is a good potential 
member of your team to do some of this for your clients who need it. Many web 
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designers hate working one-on-one with clients so this arrangement works great 
for them because you are in the middle between them and the client.

Steps to Create Your Packages

1. Start with my À la carte publishing contract in your Book Publishing Ninja (class 1) 
Members Area. My packages have been tried and tested in practice over the past 
ten years, and I know what authors want. These are there to make it easy for you. 
The price points have been tested, too. You are welcome to play with those price 
points depending on the niche and the costs of people on your team. For example, 
if you are publishing technology books or programming books, etc. people are 
going to expect to pay more because those are specialty books. If you are 
publishing kids books, they will expect to pay less.

2. Remove whatever you don’t want to include in your services. Customize these to 
suit you.

3. Remove checkboxes for selecting the options.

4. Make up a package name, e.g. Silver, Gold, Platinum, using whatever frame of 
reference you want. Feel free to make these fun names, but make them fit your 
niche if possible.

5. Rinse and repeat to create more packages. I would not create more than four (five 
at the most) packages.

Book Production: Teams 

For all the basic information on teams, refer back to 
Book Publishing Ninja (course 1) where I devoted a 
module (Session 3) to this topic. Here, I want to talk 
about a few key things in managing your team:

๏ Communication FIRST. You will find that many of 
the people you outsource to, especially designers, 
are not going to communicate with you of their own 
accord. They have to be asked, prompted. Take 
the time to do it. This is the most critical thing you can do in this process and will 
dictate your success or failure.
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๏ asana.com is a team management system I’ve used that works very well. I put my 
checklist in it and can assign deadlines, etc. It doesn’t resonate with everyone but 
check it out and see if it could work for you. There are a lot of other similar 
programs out there to help you communicate with your team.

๏ Set up client files. You want to set these up first thing on the computer. You can do 
it in Dropbox, kristenrecommends.com/dropbox, an excellent free file-sharing 
system. You can also set this up on your own computer and only use Dropbox to 
send files back and forth between team members. You can also upload files into 
Asana. Personally, I have Dropbox for my e-book programmer, used Asana and 
uploaded files there for my book designers and editors and housed all the files on 
my own computer and backed them up on external drives. MAKE SURE YOU 
BACK UP. You do not want to lose your client files, and computer hard drives fail. 
When I was finished with a client file and archived it, I would take the files off my 
computer, burn them to a CD (you can use a flash drive but CDs are less 
corruptible) and keep the files backed up on the external drive(s). I kept the CDs in 
a fire safe so if something happened and I lost my computer, I still had my client 
files.

When a Team Member is Slacking…

What happens when a team member is not performing up to your standards or isn’t 
meeting the deadlines you set or isn’t communicating back to you? How do you 
handle it?

1. Contact them and copy to all forms of communication you have for them. In other 
words, write them an email and send to their email address; copy and paste that to 
Facebook messenger and/or post a message on their Facebook wall saying “I sent 
you a private message;” call and leave a message on their phone. Every way you 
have in your files to contact that person should be accessed with the same 
message and that is: 

✓ Ask if they are okay (maybe they got sick and have been in the hospital—it has 
happened to me

✓ Ask if they are having any issues with the job. Sometimes they cannot find 
something like a specific photo and don’t want to let you down so they don’t tell 
you. I know… it makes no sense, but that is the way they are. If they are having 
issues, you are the one that will have to be proactive about that.
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✓ Ask them to contact you back within the next day so you know they are OK.

2. Wait for their reply. If there is no reply within a day:

✓ Follow up asking if they are receiving your email
✓ Give them a phone call and leave a message

3. Always have a backup team member to shuffle the job to if it is on a tight deadline. 
Anything in process from August on will be on a tight deadline. October and 
November are the busiest months in the publishing industry as a whole because 
everyone is trying to get the books out for Christmas. October is also an extremely 
tight deadline month if you are working with public speakers/coaches. This is when 
they are looking to the next year’s schedule and realize they cannot get the big 
engagements without a book and theirs isn’t done yet. 

NOTE: You will have authors come to you on November 1 and ask if they give you a 
book now can it be done in time for Christmas. No kidding. They think book production 
is like a microwave where you can pop in a manuscript and poof, it is done. Laugh at 
them. You should really have a minimum turnaround time (e.g. 3 months) and when 
they ask, let them know your minimum and whether or not you can fit them into your 
current schedule. If they throw a fit (and some will) saying, “But I paid you for this last 
year…” you will have to remind them that this fact doesn’t bump them to the front of 
the line when they take a whole year to get a manuscript to you. Other people paid 
you, too, and got their manuscript to you in a timely manner. You have to honor them, 
too. If they continue to give you problems, you have a couple of options we are going 
to talk about.

4. Contact your client and update them on what is going on and why they haven't 
heard anything. Most of the time, they aren’t expecting to hear from you anyway, 
so they are very flexible when they do. They love that you have communicated with 
them and given them a progress report rather than them having to ask you what is 
going on.

Make it clear to your team members at the outset what you expect from them and 
what your deadline is. Ask if that works for them and if it doesn’t, find another 
designer. If you think a designer is perfect for a job and you can fudge the timeline a 
little, do it, but always do what is in the best interest of your client above all. I’ve gone 
back to a client and said something like, “The cover designer I think is perfect for your 
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job is booked solid and won’t be able to start your project for another week (and add a 
few days because a lot of designers cannot judge time!).”

Book Production: Clients 

Managing clients is similar to managing your team and equally important. Here are the 
keys to managing clients:

๏ Communication FIRST. Make sure your clients know how you prefer to 
communicate with them. Do you prefer email, Facebook Messenger, etc. Be open 
to alternatives rather than locking all clients in to one single form of communication. 
Not every client will be comfortable with email; some will not use Facebook. You 
want to make it clear what you prefer and definitely be clear about the kind of 
communication that you don’t want (e.g. unscheduled telephone calls) but don’t 
make it so difficult for your clients to communicate that they don’t bother.

๏ Project Management

✓ asana.com is great for working with your team. Using it for your client is 
something else. I had a version of their project that only they could see as the 
client and I would send them proofs through Asana so they could approve them, 
but there is a learning curve there for clients. A lot of my clients couldn’t do “that 
computer thing.” Sometimes, that is the very reason they hire you. That is when 
you need an alternative like…

✓ Email updates for proof sharing. Even with email, I have had to walk clients 
through how to get an attachment off their email. Don’t assume your clients are 
going to know even the basics of technology. Some don’t. There was a point in 
time where I was so frustrated that I started asking clients questions during my 
initial consultation call to determine if they were comfortable making purchases 
online (if not, do you think they are going to hand you a credit card to keep on 
file with a printer they’ve never met?) and how tech-savvy they were. There 
were some cases where I couldn’t work with them. I had some clients who 
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really wanted to work with me and would get a separate credit card for this 
purpose so they could monitor it very closely. That is not a bad idea in general.

๏ NEVER share your cell phone number. EVER. Unless you are already friends with 
someone who becomes your client and they already have your phone number, 
don’t give it to a client, especially upfront. They are going to call you all the time to 
pick your brain. They want free coaching and you are going to get resentful.

When to “fight” your client

Disagreements with clients almost always happen with editing and cover design. So 
when should you press your position with the client?

๏ Editing

➡ When something is clearly grammatically incorrect…and doesn’t need to be for 
continuity or story. Sometimes grammatically incorrect makes sense depending 
on what they are writing, but sometimes it shouldn’t be there. They will fight you 
on that saying, “I worded it that way because it is more conversational…” If it is 
not a clear conversational style and grammatically incorrect, it should not be 
acceptable.

➡ When it doesn’t make sense when you read it aloud. If they want to remove a 
change your editor made, read it aloud. If what they want to do doesn’t make 
sense, fight them on it. 

➡ When what they want to say won’t make sense to their reader. Put yourself in 
the position of their primary target reader. If you put on that hat and it doesn’t 
make sense to you, it isn’t going to make sense to the reader. You need to 
explain it that way.

๏ Book Design

➡ When it really, really, really, really looks like trash! Most of the time when this 
happens, it is a book cover they got designed somewhere else and sent to me 
asking if I could work with it. Almost always, I would laugh. Fight for a redesign.
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➡ When what they want isn’t anywhere close to their niche. Research their niche 
or at least have the designer research the niche and if what they want doesn’t 
relate to the niche at all, you are going to have to say “No.” You are not going to 
believe how often an author thinks he/she is a designer and comes up with 
crazy ideas for a book cover. You are going to have to be strong and fight to 
keep their crappy ideas off the cover of their books.

➡ When they aren’t following the basic rules of cover design. I wrote a book called 
The “WOW” Factor. You can find it on Kindle. It explains all the basic rules of 
cover design from start to finish. Buy it, read it and you will know how to test 
your designers to see if they know what they are doing and fight your clients on 
the basic rules of cover design with specific reasons for why.

➡ When it is too complex. It is very easy for authors to think they want a lot of crap 
on their book covers. Simpler is always better.

Trust that YOU are the professional. You know what you are talking about, and 
they should value that. If they don’t, you have a problem and may not be a good fit 
to work together.

When to let it go…

Often, you can get the client to concede by explaining why you believe (or know) 
things should be a certain way, but there are times when you should let it go:

➡ When they won’t budge and they fight back, let it go and add a professional 
disclaimer. It should be something like this: “I am a professional in the publishing 
industry. My team is professional and works in this industry. If you cannot take our 
professional advice, I will not be associated with this book in any way and my 
company name and team members’ names are being taken off the copyright 
page.” If they are having the interior layout done by someone else, you need to 
request that your company name and the names of your team members are taken 
off the copyright page and are not mentioned in the Acknowledgements or 
anywhere else in the book.

➡ When they have a good reason. There have been times when this happened. 
Sometimes you don’t know why they have chosen to go a certain route and when 
they explain that, it makes sense. Some authors do their homework and have a 
good reason.
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➡ When you are at an impasse. Maybe you don’t like it but it isn’t so horrible you 
have to take your name and association off the book. Maybe it isn’t as good as you 
know it can be, but it isn’t so bad that the fight is worth it. This isn’t all that 
uncommon.

When to consider “firing” your client

On occasion, a client will reach a limit beyond which you can no longer work together. 
That is when it is time to fire the client. When should you do it?

➡ Client demands more revisions just because they think they deserve it. I always 
included three rounds of revisions in my contracts for the cover, back cover and 
interior layout. If a client demands more revisions than that and isn’t willing to pay 
for it, it is time to say, “No.”

➡ Client threatens you and/or your family. I told you the story about the client who 
had Mafia ties and threatened me. It scared me and that was her intention. I said 
“Forget the $3,000 you owe me…it isn’t worth my life” and fired her.

➡ Client shows signs of being unreasonable and/or disrespectful. 

➡ Client demands something not included in your contract and isn’t willing to pay 
extra for it. I had a client who bought a contract to include web design. We 
designed the website exactly the way they wanted and it was gorgeous. They 
demanded that we re-design it from scratch with a completely different design for 
free. That was not included in their contract. Redesigns never are. I asked why 
they wanted a redesign when this website matched their book so beautifully. The 
answer was that they hired someone else to do their book cover because they 
weren’t happy with it after all. This is someone who had already used their three 
revisions and was mad at me for not including more revisions. I fired them. We 
weren’t a good fit to work together.

➡ Client demands their book print files and refuses to pay their balance.

If any of this happens and you need to fire your client, here is how you do it:
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1. Start by trying to reach resolution. Maybe it is a communication issue. Maybe one 
or both of you are feeling uncomfortable because of something else, something 
personal. Maybe “life” happened to them. Maybe they don’t know what they want 
until they see it. That is often the case. Maybe you weren’t clear or didn’t have 
them sign a contract (SHAME on you!). So realize there are any number of things 
that could be causing a problem and try to resolve it by getting to the root cause 
and dealing with it.

2. Ask them what they want. What would make them happy? Maybe you’re not a 
good fit and they realize that, too. Maybe they would be happy with the files you’ve 
worked on so far and to cancel any further payments they have with you so they 
can hire someone else to finish the project.

3. Remind them of the expectations you set in the beginning in your Strategy 
Session. You told them in that session how the process works and when things are 
timed in the process.

4. Be willing to refund them. If they paid you upfront and you haven’t done all the 
work yet that was included in that package, be willing to refund them for the work 
not yet started/completed. I’ve had to do it and it hurt, but the lesson is to not 
spend all the money before you do the work and be wiling to let them go. 
Sometimes they are just crazy and you can wait too long to fire them!

What to do when a client doesn’t pay

In your Members Area, you will find a “What to do when a client doesn’t pay” checklist. 
Here are the steps for you to take:

1. Contact the client and ask if they are ready for their next payment. If you charged 
them for their payment and the credit card was rejected, invoice the client an 
additional “bounce” fee. If a check bounces, do the same thing. Their bank is going 
to charge them an Insufficient Funds fee and your bank is going to charge you for a 
bounced check so you need to charge them. It is their problem, not yours. Make 
sure you include the terms of these fees in your contract.

2. No Net 30. If they don’t pay you within 30 days, you will go to an attorney and get 
an attorney-written letter. I allow them 30 days to make their account current. If 
they had a late payment and in the meantime they had another come due in that 
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30 day period and they didn’t double pay in the next payment, my attorney would 
write a letter regarding payment owed by them and it would be mailed to the client. 

3. Contact a Collections Agency to hound them for the money. At this point, I would 
also fire them.

4. If that all happens and you still fail to collect, tell your accountant to write it off as a 
loss. IRS Form 709 would be sent to the client stating the amount owed has been 
written off by my company and is being treated as a “gift” to them and therefore 
they have to count it as income. They are going to get socked with taxes from the 
IRS and the IRS can go after them. It is out of your hands.

Remember, you have to train and re-train people to work with you. Don’t stray outside 
the niche you publish just to try to help someone. That is just another example of 
trying to be too nice and please everyone. You will end up hurt.

Session 3 Homework:  

1. Start with the sample contract and create your own. Customize. Create your first 
package!

2. Set up a website listing services.

3. Make your contract visible. Don’t hide it. This is a red flag with self-publishing 
companies. If the contract is hard to find, they must be trying to hide something in 
it. My contract was always linked on the main page with the chart that showed the 
four packages I offered. However you do it, don’t hide it.

4. Form your team.

5. Go forth and PUBLISH!
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Session Q & A 

Q: How is the $6,000 divided up among the team?
A: The way I came to that price was to take what it cost to hire people after getting quotes 

from editors, designers, etc. and then mark it up 25%-30% for my own time in being the 
middle man working with the clients. You may be able to negotiate better fees with your 
team because they don’t have to deal with the client, or invoice, or pay credit card fees or 
deal with authors not paying and you always pay them as soon as the project is delivered. 
Every time I pay my team members up front for their work, I get great work from them 
because they want to get it done and off their plate so they can go make more money. 
Some insisted on a 50% deposit and 50% at delivery of the project and that was fine with 
me, too. I just had to make sure that whatever payment plan I worked out with a client was 
sufficient to pay the team members right away for their work.

Q: How do you set up email on your domain name and how do you access it once you do?
A: Your web host provides that service and information to you. You can have the mail 

forwarded to you, check it through gmail, check it via web interface at your hosting 
company, etc. If you don’t have a clue where to start, hire a web designer. There’s one in 
your Members Area rolodex. 

Q: Do you go over the contract at all with a client and/or highlight areas that typically cause 
problems?

A: I have. I’ve actually walked them through how to sign up on my website and read parts of 
my contract to them. 

Q: Can you zero out PayPal and move the funds to your bank account?
A: Yes. I use it like a checking account and have a PayPal debit card. 

Q: Do you do ISBN and Library of Congress for e-books as well?
A: Only e-books for mass distribution. E-books for Kindle only do not need ISBN, and I don’t 

do Library of Congress for those either. 

Q: What about using Scrivener?
A: Scrivener exports as .pdf and .epub and .mobi for Kindle. It is not a bad idea to do that. I 

do not use it at all for layout for print. The ONLY layout program worth considering, in my 
opinion, is Adobe InDesign. It is professional-level and there is a reason it is the industry 
standard.

Q: Do you have anything on your website about the lead times in the publishing process?
A: I would typically have that on the sales page. I also had a FAQ section and this is a great 

thing to have to cut down on the questions you get. 
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Q: Is there a minimum number of authors to be considered a “traditional” rather than “indie” 
publisher?

A: There is for The Library of Congress. I covered this in Book Publishing Ninja. Traditional 
publishing means the authors are not paying you anything to publish their book. You can 
do this with a single author.

Q: Does your attorney have a specialization in publishing or something similar?
A: An intellectual property attorney is what you want. 

Q: IRS Form 709 is for United States Gift and Generation-skipping transfer tax return. So you 
are treating the write-off as a gift to them?

A: Yes. It is a gift rather than a bad debt expense. I use this for the really bad ones just like 
banks will do at times on short sales of real estate. 

Q: Should the contract be made visible for traditional publishing? I’ve never seen it?
A: No. Traditional publishers keep their contracts very close to the chest and if you are 

published by one of them and share the contract, you could get in major trouble. I gave 
you my traditional publishing contract. It is my contract and my prerogative to do that; but 
others don’t want anyone knowing the terms they have with their authors. If you choose a 
traditional publishing model, you want to hide your contracts.

Q: Do you get quotes from your team for each different project?
A: No. I get quotes overall. I tell a designer, “I want you to be my book cover designer for all 

my [XXX] niche books. This is what I give to my authors (e.g. three rounds of revisions…). 
If I hire you as my go-to exclusive designer for this, what kind of package deal can you 
give me?” Once we settle on a price, every time I have a cover designed by that person, I 
pay that same price.

Q: What happens if you pay the team member upfront and then the client cancels?
A: That’s why I pay the team member and do the work after the client has already paid me. 

That money will be considered “spent” and non-refundable because the designer started 
the project and has been paid. 

Q: Do audiobooks need a special number like ISBN?
A: Yes. They use an ISBN. 

Q: What do you do if an author comes to you thinking their book is ready for publishing but 
after looking at it you can see it still needs developmental editing as well as a lot of copy 
editing.
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A: I am honest with them that we’ve done a manuscript review and determined it needs much 
more work than copy editing and give them their choices to have it developmentally edited 
and hold their payments until it is finished or refund them their deposit less what it cost for 
your time for every moment you spent with them (including your free consultation) and 
whatever they paid for the manuscript review (which could be $300-$500). That is why we 
have the contract clause that gives us the right to refuse any manuscript. My last year in 
business, I didn’t accept payment until I saw the manuscript was ready to go. 

Q: What would be a good package price for a kids book or book written by kids?
A: I would charge $5,000 for anything full color, not including illustrations. Illustrations can 

cost $15,000 to $20,000 depending on who they have illustrate the book and how they do 
it. I would have them get the illustrations before signing on with me. 

Q: Have you used beta readers?
A: Yes. 

Q: Do you ever get into “arguments” with clients over book shape, size, page count, quality 
and weight?

A: Yes because clients think anything is possible and it isn’t. If they want the benefits of Print 
on Demand, they are limited. 

Q: What are the risks involved in being a publisher other than crazy people?
A: It depends on your model. If you do traditional publishing, there is a lot more risk because 

you are investing your time and money into each book you publish. If you are doing self-
publishing or ghost publishing, there is little risk except for crazies along the way. 

Q: Why did you stop ghost publishing?
A: Well, I got burned out. It is time consuming though rewarding. I realized over time that my 

passions were changing; a lot of things in my personal life were changing; I didn’t want to 
dedicate my time to one-on-one anymore; and I realized what I was teaching my clients—
the kind of things I am teaching in this course—was something I needed to be reaching 
more people with in order to make a real impact in the industry. 

Q: When a client is fired (but not completely insane), are the files for the work that was done 
then transferred to them? How do you handle credits for that work? If the author wants to 
use, for example, the cover art but makes changes to it or if it wasn't fully finished do you 
allow that with partial credit, no credit or can they only use the file in unchanged form?

A: Yes, files are transferred to them. I tell them that if they use the cover (and many do), they 
need to put on the copyright page (because it is the law), “cover designed by [name of 
designer and their website]” If the cover was crap and the designer didn’t want to be 
associated with it, I don’t say anything. Using the cover art in some way goes back to 
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copyright. I had a clause in my contract that says that original design files may be 
purchased for an additional fee. I usually charged 60% of whatever my current print design 
fee was. So, if my print design fee was $895, they paid an additional 60% of that for the 
original files. Part of that fee goes to my designer. The client could then take it and have it 
printed wherever they wanted. They cannot use the original design file in unchanged form 
because the copyright of that belongs to the designer. They can use the print file I give 
them.

Q: What is the time allotted between revisions of developmental editing for the client to re-
write and accept changes?

A: I usually left that to them. If they wanted a hard deadline, I gave it to them. I would remind 
them that their manuscript was in editing, the thing that takes the longest for authors to get 
back, and when they were ready, their book would go back into queue for the next step of 
the process. That way they knew that if they waited around they might be waiting longer for 
the next step because they would be behind in the queue. 

Q: What is the editing order?
A: Outside editor > back to me for read through of what editor did and put my edits in > send 

to author to make changes > back to me to look over everything the author changed > 
determination to fight author on anything or leave it > if I make any other changes, I send 
back to the author for approval and if not, we start laying it out. Each step is tracked in MS 
Word and color coded so it is easy to see who made what changes at each step along the 
way. 

Q: Why and when would you go with a hardcover book besides the fact that the author thinks 
it is important?

A: Rarely. I usually try to talk clients out of it. The only time I’ve recommended it is when they 
wanted a special edition or one that wasn’t going to be put into distribution but wanted it to 
be in their account so they could order it to send gift copies or something like that.

Q: How much do you charge for interiors?
A: All my prices for every service is spelled out in the contracts I gave you. 

Q: Should there be a time limit written into the contract?
A: I actually thought about that. Toward the end of doing that business, part of my frustration 

was that it took authors so long. I was going to add something to my contract that said 
“Works not completed within one year of the contract execution were considered to be a 
forfeit and their contract was null and void and cancelled.” 
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