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Session 3: Building Your Team 

Many authors go into publishing thinking they can do it all themselves and then 
wonder why they don’t sell any books or why they only sell the average of 75 copies 
as we talked about before. You cannot do it all yourself, especially if you aren’t 
proficient in all the aspects of publishing. It really is as simple as that.

You need a team to help you with things like editing, cover design, setting up your 
manuscript with a printer, etc. Without them, you will never grow to the point you can 
crank out books.

I showed you in my Journal Design Basics how I can create a low content book really 
fast, but I’ve written a lot of books. I have a whole Kindle series, The Author’s Quick 
Guide series; I’ve written the 21 Ways series, and others. Authors ask me all the time, 
“How can you create new books so fast.” I wouldn’t be able to do it without a team. 
When I tell them this, their faces drop and they say they could never afford it. If you 
keep saying that, you never will. 

For a long time my business was stuck and I couldn’t grow past my blocks. The first 
one you need to deal with is your money mindset. I’ve gone through a transformation 
in terms of my money mindset over the past year or so and once I started surrounding 
myself with support help, my business took off. I made a lot more money and was able 
to impact a lot more people. If I hadn’t made the decision to hire a team, you would 
not have found me for this course where I am able to teach you how to grow your own 
business.

With a team, you can handle more projects which means you can create more 
books…which results in making you more money! One book is not enough. There are 
so many authors out there who write one book and it doesn’t sell like they thought it 
should since everyone thinks they need to be a New York Times bestseller. That is not 
realistic. Many of those authors are not motivated by money but by the impact they 
can make. Well, guess what. It is the same thing. More money means you can impact 
more people and to get more money, you need more books.

Think about all the “stuff” you don’t know how to do yourself. For example, we talked 
about branding in session 1 and you know you need a website. Do you know how to 
program one and make it look like you want it to look in representing you? Most likely, 
no. So you can spend countless hours and money taking courses and training yourself 
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to do a web site. You are spending all that time and money and while you are doing 
that, you are not writing anything. There are many things in publishing that will be like 
this for you. These are things you don’t already know how to do yourself and frankly, 
you don’t need to know how to do. You just need to know how to hire the right person 
who does.

Let me tell you a story…I have a customer who took my Kindle in 30 Challenge about 
a year or so ago. She posted in the Facebook group how excited she was that she 
was finally able to get her book formatted for Kindle, or in other words, not making it 
pretty on a screen but readable on a Kindle device. There is a whole programming 
language you have to know to be able to do that and she was determined she was 
going to learn how to do it herself. She counted her time investment in how long it took 
her just to figure out and troubleshoot how to get her file created. She calculated it 
took her 40 hours to do this—an entire month of her free time—and her book still had 
errors. She finally just put it up anyway because she grew frustrated with it. Really? 
Forty hours later and she still wasn’t happy with her project?!

How many more books could she have written in that 40 hours instead of trying to 
learn a skill that was over her head and that she would not use every day? AND, even 
at the low, nearly minimum wage of $10 per hour, that is $400 of her time trying to 
figure something out when she could have hired the programmer I have in my rolodex 
for you for $15 to do the same thing for her short book. She was glad she learned 
everything, but said she would never do it again because she realized how valuable it 
is to outsource things you don’t really need to know how to do yourself. Learn from her 
mistake. If you want to be an author, be an author. If you want to be a publisher, you 
have to be a publisher and manage a team.

Who to look for when you are building a team

Professionals! Do not hire your neighbor’s brother’s cousin who happens to know 
maybe a little bit about Photoshop! Any time you are hiring an outsourcer with the 
intention of making your book better and making your publishing company look 
professional, you need to hire a professional. If they haven’t been paid for what they 
do, they are not a professional. If they are just getting started like a college student 
looking to build a portfolio, if they have shown you their work and you like their style, 
take a chance on them but in the end, you really need professionals to grow your 
business.
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Here are some questions to ask when evaluating professional service providers:

1. Do they have a degree or experience? A degree doesn’t always say a lot. I have an 
art degree but didn’t take graphic design classes. If you only asked whether I have 
an art degree, of course, I could say, “Yes.” That might not get you what you need. 
I don’t want you to judge an artist or editor based on whether or not they have a 
degree. That isn’t always the best indicator of talent in a particular field. Better still, 
do they have experience? Even college students have experience because they 
have to do projects for school and are being graded on those projects. Ask for 
samples of their work and “grade” it yourself. I’ve hired a number of students like 
that. I’ve had several interns who had experience in something I needed help with 
and some who wanted to learn more about my business and were willing to use 
their time to learn things I needed to be done. Some were paid and some worked 
for me in a barter exchange for coaching or my courses, etc.

2. If they don’t do [this], do they still eat? Ask them. Ask, “If you were not [designing 
book covers], would you still be able to put food on the table?” If an artist, editor, or 
someone else you might outsource to is not hungry enough, they are not going to 
take their jobs as seriously. I know this for myself. For years I was in a business 
that when I first started out didn’t have to make an income because I lived off my 
then husband’s income for that first year. We lived within our means, but I wasn’t 
hungry. I still did a good job because I have this little thing called “integrity” and 
wanted to do a good job for my clients, but it was only when I set goals of wanting 
more…more travel, more opportunities, etc. that I was compelled to do more. Many 
people who aren’t hungry enough don’t do a good job because they are not worried 
about what happens if they don’t do a good job for you.

3. Are they on Fiverr? Do not hire anyone as a “Professional” who is selling services 
on Fiverr, specifically for cover design. Why? Most of those designers are foreign. 
Many don’t speak/read/write English which isn’t much help to you if your audience 
is English-speaking. The foreign designers also don’t know printer specs. Those 
books will be rejected by printers. You will have wasted time and money and have 
to start over again. I’ve seen it happen over and over again, even recently in my 
Journal Design course where I warned against it and someone still didn’t heed my 
warnings. If you want to cut corners, do it on editing (but again, don’t hire someone 
on Fiverr for editing a book either), not on cover design! I’ve hired people on Fiverr 
for little jobs and found some good people for press releases and distribution of 
press releases, converting files, etc., but I would not hire them for something as 
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important as editing or graphic design for my books or logins for my website. I will 
tell you there are some awesome video people on Fiverr, but you are going to pay 
more than $5. You can get some great video book trailers done but it will cost you 
about $5 for a few seconds so expect to pay $250-$300 for a full-length, 
professional video book trailer. It is worth it.

Who Will You Need? 

✓ Editors and proofreaders to check grammar, punctuation, spelling, etc. at a 
minimum. When you write, you do not want to edit your own book. We are too 
close to our own work. I was a professional editor for years, editing other people’s 
books, but I when wrote The Author’s Quick Guide series, I did a quick self-edit 
because it was a “challenge” from my business coach. I was trying to meet the 
challenge of writing and publishing a new Kindle book every week for 18 weeks. I 
didn’t have time to wait around for an editor to get back to me. Were my books 
horrible? No. I had several reviewers who found typos in a couple of books and I 
fixed them, but I did glance at one the other day and realized I really need to “fix” it. 
My writing has definitely improved.

✓ Ghostwriter (optional). I use a ghostwriter for some blog posts, marketing 
materials, email promotions, etc. Every promotion in our affiliate center was written 
by a ghostwriter. I am not good at writing my own promotional copy. Things like 
writing the back cover copy for your book may be difficult for you and ghostwriters 
are perfect for that.

✓ Book cover designer. This IS different than anyone else you will hire for graphic 
design. People with advertising or other graphic design experience are not book 
cover designers. Everything is totally different from the layout to the way things are 
spaced to the specs for the printers. That is a specialty area and if you want to 
know more about it, I wrote a book about it available on Kindle called The “Wow” 
Factor: Discover the Secrets to Book Covers that Sell. You can find it on 
KristenonAmazon.com. This book is everything you need to know for your book 
design whether you are hiring someone or trying to do it yourself. 

✓ Book interior layout artist. If you want to use MS Word to lay out the interior of your 
book, you are welcome to try and have your book look self-published. There are 
only two people in my dozen plus years of experience who I’ve seen successfully 
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use Word in that way. Two. And they told me it was hell to use it. Someone who 
can lay out a book interior is extremely talented because there are specific things 
like position of margins to the edge, headers too close to top of page, words falling 
into the crack of the book, etc. that say immediately “self-published” or “done by a 
graphic designer who doesn’t know book layout.” Again, this is your chance to play 
big and compete with the big boys so go big or go home. 

Here is how I interview a book layout artist… I have a specific way of setting up 
files, the industry standard way of doing it. I am going to ask you to 1) show me a 
chapter you have laid out in Adobe InDesign; 2) show me an example of a book file 
you’ve set up in Adobe InDesign (if you don’t know what a book file is, I would 
never hire you); 3) show me your Masters and how you set them up; and 4) show 
me your Styles and how you set them up. If you don’t know what all of these terms 
mean, you are not a book interior layout designer.

✓ Photographer. You need someone to take professional photographs of you, head 
shots and photographs for your book cover and promotional materials, Facebook 
and other social media, press kits and website, etc. A good photographer can make 
you look amazing on your worst hair day. People want to know you, not the 
contents of your book. That is the truth. Why is gossip in the celebrity world and 
tabloid “news” so popular? People crave information about the celebrity. When you 
become a published author, in the eyes and minds of people—most of whom can’t 
fathom writing a book—you are a celebrity. Use this to your advantage. You need 
to look the part so hire a professional to make you look your best in photos.

✓ Illustrators. If you are doing children’s books or want custom cover art, you may 
need an illustrator. 

✓ E-book formatter/converter. For this, I mean a person, not a program. You can use 
a program and the one I recommend is called Kinstant. You can get to it at 
kristenrecommends.com/kindle. But I recommend you use a person. The person I 
use is Amit and you will find his information in your members area. He is awesome 
so you need to treat him well! I used to not let anyone know who he is nor get 
access to him because he is so awesome. I feel this way about everyone in that 
rolodex so you need to treat all of them accordingly. 

✓ Graphic designers for web and print design. You might need someone to customize 
images for your web site or create promotional pieces like inserts, flyers, 
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postcards, bookmarks, business cards, brochures, etc. for promoting your 
publishing business to other authors.

✓ Virtual/Author’s/Administrative Assistant. Whether or not you publish other people, 
you are going to need help to do daily administrative tasks. If you start publishing 
others, you will definitely need a support person. I was my own assistant for years 
until I discovered I was driving myself mad and hired my first business manager. 
I’ve hired several people since, some of whom I hired just to do specific jobs. There 
are a lot of different kinds of people and you can hire just for that specific job.

✓ Team manager. If you are going to publish other people, you will need a team 
manager. In the beginning, this might be you. I did it myself for several years and 
then started training someone else to do it before I decided not to do that business 
anymore. You are going to need someone to manage your team; someone to tell 
your team what to do when, to send out the deadlines, to communicate with 
authors and make sure everything is delivered on time to meet schedules, etc. 

✓ Accountant/Bookkeeper. The second person I ever outsourced to was my 
accountant. I’ve had her ten years or more now. I pay her monthly, she keeps my 
books for me, gets into my bank account and Paypal account to make sure all is in 
order, files my quarterly sales tax for me, handles my income tax when it is due, 
etc. I am not good at all this and don’t want to deal with it myself. 

✓ Tax advisor/CPA/attorney. There are times when you are going to need an attorney. 
The contracts I put in your members area for you to use when publishing other 
people are all attorney reviewed. That cost me some money. But let’s say you want 
to change some of the terms or don’t understand all the clauses. You will need to 
hire an attorney to change and review your new contract to make sure it has all the 
legal points covered. A CPA or tax advisor can help you to understand the ever-
changing landscape of tax laws and how changes in your business can help you to 
take advantage of current tax codes. There are some professionals who can fill all 
of these roles so you don’t necessarily need multiple people for these roles.

✓ Business advisor. If you want to start growing your business, you may need a 
coach or advisor, preferably someone who has experience with authors and 
publishers. You want someone who knows the publishing world. I offer these 
services on a selective basis because I want to make sure we are a good fit for 
working together though I am not promoting coaching right now. You can invest in a 
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thirty minute call with me during which I can either just answer the three questions 
you want me to answer or make a determination about going forward with 
additional coaching in the future. If you want help to grow in your local area, the 
Small Business Administration in the US has resources to help. Your members 
area has an area for member-submitted resources that I add there when you share 
good ones in the Facebook group. 

✓ Housekeeper. You think I’m kidding, but I seriously believe this person is a part of 
your team. I said the accountant was the second person I hired for my team. Well, 
the housekeeper was the first. When I first hired a housekeeper, my ex fought me 
on it as a waste of money, but no one was cleaning the bathrooms! Every time I 
walked into the office and had to pass the bathroom, I thought “you should be 
doing this.” When you are in a “shoulda, woulda” state of mind, it is hard to focus. 
When I hired a housekeeper, my business income tripled within the first 30 days. I 
didn’t need to worry about floors and bathrooms and kitchens being scrubbed. I 
could go out with a client and come home to a clean house. It is one of the most 
important outsourcing things you could do if you have a family. It may be difficult to 
convince significant others of the need, but the numbers will speak for themselves 
when you are able to focus.

How To Find Your Team Members 

๏ Live events. If you are not getting out of the house, meeting people and getting 
training in person, you are missing out. I found several of the people in my rolodex 
at live events. I would go to events like the NAMS meeting and find a lot of my 
team members. Freelancers love what they do. They don’t stop working. They 
would go off doing what they do on their computers while I was walking around 
watching and being baffled and amazed at what they were doing. I’ve asked 
people right on the spot what they charged. At live events, you can get a sense for 
who the people are and how you are going to work with them—whether there is a 
fit—more than you can over the phone. I’ve had team members I’ve worked with 
for years that I met at a live event.

๏ Twitter/Social media. I met my first business manager on Twitter. There are service 
providers who hang out there and it makes it very easy to talk to someone in 
charge.
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๏ Word of mouth recommendations. I find people all the time by my clients saying, “I 
use [so and so].” I check them out and if I like what I see, I hire them, too. Groups 
are for sharing. If you know someone who can do something being requested in 
the Facebook group, don’t tell them in private messaging. Post it in the group so 
everyone has a chance to hire them. If you know a great designer and have a link 
to their portfolio, post it in the group. I will personally go check out the portfolio and 
if I like it, I will talk to them and may hire them myself. They could end up in my 
rolodex. Always ask them if it is okay for you to share their information! I have had 
people ask me to not share their information any more because they are over-run 
with work. Of course, my response is “Raise your prices and you won’t be over-run 
any more.” Where do you find word-of-mouth recommendations? Facebook, 
friends and colleagues, etc.

๏ Trial and error. Yes, it is true. I’ve made mistakes; lots of them. Sometimes, trial 
and error works out great and sometimes it doesn’t. In the case of Amit, he sent me 
an email message out of the blue one day. He didn’t try to sell me anything but just 
told me how much he liked my web site and what I was doing, citing specific 
examples of things he liked on my site. In his signature, it had his job title and his 
website. I thought, “Humm, e-book programming…wonder what that is all about“ 
because it was in the early days of Kindle. I wrote back to him, thanked him and 
asked him to tell me more about what it was that he did. He educated me that the 
way he does business is to reach out on a personal level and build a relationship 
with someone, never cold-calling, and do a free job for them. If they like it, he does 
it for hire and never invoices until the client is happy and approves the work. I love 
working with him!

WARNING: Signs That You Are About to Get Ripped Off 

Anyone who is going to hire people has a big concern about getting ripped off, 
especially if the person is someone they don’t know personally or someone being 
hired over the phone or internet. Here are some warning signs that you should be 
cautious and possibly refuse to do business with someone:

1. The person refuses to sign a contract. Run the other direction even if the person is 
a friend or family member. Often you will hear something like, “We are friends and 
shouldn’t have to have a contract.” That is exactly why you should have a contract. 
It is in everyone’s best interest to be clear and have all the terms on the table.
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2. They don’t like to have anything in writing. For example, if someone prefers phone 
calls to email and doesn’t want to have anything put into an email. I’ve had clients 
say, “We just need to get on the phone and talk about it because I can’t explain 
what I want in an email.” In such cases, I would get on the phone with them, think 
everything was very clear, do exactly what they told me to do and they would write 
me an email telling me they weren’t happy, that I am a horrible person who doesn’t 
know what she is doing. This is typically someone who doesn’t know what he/she 
wants until they see it. This is one of the reasons I told you to play around with the 
branding yourself. 

Most of us are not going to know what we want until we see it, but these people 
won’t take responsibility for that and want to blame you or me as the service 
provider. I finally worked out a system for getting around this and it works like this: 
If they demand a phone call, that is okay. Sometimes you have to get on the 
phone. But I want to avoid the “he said, she said” thing so I do one of two things: 

a) reserve a conference call line (freeconferencecall.com is one free conference 
call service) and record the conversation. I start recording before we even start 
and let them know in writing beforehand that we are going to use the 
conference call line and that it will be recorded so we know what was said. You 
can actually email these recordings made directly from the conference call 
service by hitting a button when you log on. I’ve gone back to these recordings, 
emailed them and said, “listen to the recording at twelve minutes forty two 
seconds and you will hear exactly what instruction you gave to me [or what you 
agreed to, etc.].” Clients don’t fight with me about this any more. They want to 
get what they want out of you and will rip you to shreds to get it if you don’t 
have clear set boundaries of what you will do for them. The contract helps with 
that, but phone calls help only when they are recorded.

b) if you don’t want to use a conference call line (maybe you are working with 
someone who doesn’t know how to use it), follow up the phone call with an 
email and detail out everything you talked about in your call. Ask them to reply 
to you that they agree on what was said and with your details of the call. Don’t 
do whatever you agreed to until you have this approval email back from them.

3. You KNOW how long it takes to do a job because you’ve hired for this before and 
then they say it took longer, significantly longer. That is another red flag. I had an 
intern who was in college and married. She did great work and I loved her. She 
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was working on a web site for one of my clients and did a great job. It was 
beautiful. The client wanted something changed and said she would pay extra to 
have the changes made. So, I had this gal do the work. It was something she had 
already done in a different part of the site. I know enough about programming, 
coding and Flash that I knew how long it would take. When she sent me the invoice 
for it, she said it took 20 hours, 10 times longer than the first time she did it. I 
confronted her on it reminding her she did the same exact steps on another page 
of the web site in 2 hours and now she was billing for 20 hours. She claimed to 
have had some technical issues with it so it took longer. I asked if she had to learn 
anything new and she said, “Yes, actually I had to go research some things to 
troubleshoot.” In my agreements with all my team members, it says if you are 
learning something you are able to use for other clients and not just me, you don’t 
bill me for that. I am not paying for your education. I am paying for you to work, not 
to get an education so I am not paying for that time. I reminded her of that clause in 
the contract and she got very angry. I found out later that she was freaked out. She 
had never lived on her own, was moving right from her parents’ home into her 
home with her new husband and they were strapped for cash because he only had 
a part-time job and she was still in school. Whose fault is that? It is not mine. I 
didn’t make that decision. But, I noticed those signs. She started to work from 
home more where she used to come into my office. That told me she didn’t want 
me to see how long it took to do things.

4. They start to show signs of desperation. If they start to appear nervous, desperate, 
have something going on in their personal lives, etc., you can talk to them about it, 
ask them how you can help. It isn’t bad to want to help, but don’t turn it into a 
counselor role. That is not your job. Your job is to be their boss and there needs to 
be a clear boundary between those things.

“Firing” a team member

There will come a time when you have to let a team member go. Firing a client or a 
team member is not easy, but for the good of your business, you will have to do it. 
Don’t be afraid to confront them. You are paying them from your own pocket to do a 
job, so don’t be passive-aggressive. Just do it. You cannot just “hide” and hope 
everything works out. It doesn’t. You have to be strong, confrontational (not in a bad 
way), and solve whatever is wrong. This is your business and you have to keep its 
best interests in mind at all times no matter how hard it is.
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“Firing” does not always mean ending a relationship entirely. Sometimes it means 
changing the way you work with someone. My old personal assistant, Natalie, like 
most personal assistants when they start out, wanted to be all things to all people. 
That is normal. I wanted to be that for my authors when I started out in publishing, but 
I had to realize I couldn’t. The only way to learn that is to try. I had Natalie checking 
my company email because I didn’t like doing it. Turns out, email is not her thing. I 
didn’t know that because she didn’t tell me. A couple of weeks went by and I got no 
messages. Of course, I wondered about it and asked Natalie if anything had come 
through. She said, “I haven’t checked it because I was getting overwhelmed by it and 
it isn’t my thing.” She was too afraid to tell me that because she didn’t want to let me 
down. 

As the person in charge, you have to be the one to let your team members know they 
have to tell you if they don’t like to do something; that it is okay. You can find someone 
else to do that job and it frees them up to do what they are awesome at. You have to 
make that clear to them up front. Don’t be afraid to confront them because you are 
paying them; and be upfront about your expectations.

By the time I hired my current assistant, Elise, I had learned a lot. I outlined everything 
for her. I told her up front exactly what I expected. I told her I expected her to tell me 
from the start if there was something she didn’t like doing and that if she found out 
something was not her cup of tea after trying it, I wanted to know so I could find 
someone else to do it. If she found something she absolutely loved to do, I wanted to 
know that, too, so I could give her more of that. This establishes a relationship with 
them that you have their best interests in mind and care about them. I don’t want to do 
unhappy work myself, and I don’t want to see people around me doing it either.

Sometimes, being clear about your expectations doesn’t just mean telling them what 
they are going to do for you. It is not just what list of jobs you expect from them or the 
list of steps in a project they are going to do for you. It is also about how you are going 
to communicate.

Be reasonable. Listen. Try to work things out. If you come to agreement that things 
are not going to work out and you need to go your separate ways, tell them it is okay. 
When I fired the intern, I said, “I don’t hold anything against you…I understand that 
your life priorities have changed, that your work life is not now as important to you 
because you are now focused on family…that is totally okay.”
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Another thing you can do is to let them finish the project you have them working on 
and then never hire them again. If you have someone working on a cover design, for 
example, and they are just not getting it and fulfilling their part of the contract, you can 
choose to let them finish it and then just not send them any more work. That is a nice 
way of saying, “You’re fired” without having to confront them and say that.

You can also give someone ONE more chance. Sometimes people have life issues 
and things that get in the way of completing a job the way you understood it would be 
done. Sometimes, I will say, “I get it…I understand…I would love to be able to 
continue to send work your way, to recommend you to other people…so I am going to 
give you another chance and let’s see how it goes.” They are likely going to say “Oh, 
great… Thanks…I would love to be able to continue working for you” (I’ve had it 
happen). Live in grace, act with forgiveness, and if you can, give them another 
chance.

Contracts 

When do you need a contract? ALWAYS! NEVER EVER EVER EVER EVER EVER 
EVER EVER EVER EVER use a verbal agreement. Am I clear? If you ever use a 
verbal agreement and it isn’t recorded, you are screwed whether you are the service 
provider or the publisher. Someone will always come back and say, “You said [such 
and such]” when you know you didn’t. 

When I was setting up publishing companies for clients, I always had a final, recorded 
training session over the telephone because I wanted them to have this training for 
how to access their accounts, order books, etc. I had a client once who still hadn’t 
paid me about $3,000. She knew the call was being recorded, but on the call she said, 
“I’ll have the final payment for you in about a week.” The payment never came. I had it 
recorded and could have taken her to court. I even talked to a lawyer about it. Our 
written contract had in it that I never delivered that final training until payment had 
been made. So, after a week, I emailed her and asked about charging her card 
number for the final payment. She wrote me back a crazy, accusatory email. What I 
learned later is that she had signed a non-disclosure agreement that her book heavily 
violated. That agreement was with someone who was head of the mafia. She was 
fearing for her life. She was blaming me for helping her publish the book and told me 
she was going to tell them it was all my fault and they would come after me! I had a 
stack of insane email messages from her with photos of the house I was living in, etc. 
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I had no idea how she got my address. She found my private cell phone. She said, “I 
can and will use force if necessary…and I have connections.” She was certifiable. She 
didn’t make good on the threats, I moved, and after attorney involvement and about a 
year of this, I finally had to just let it go. That is why I never use a verbal agreement.

Now here is the dark truth: friends and family WILL take advantage of you. I’m sorry, 
but it is true. Just don’t hire them. Just. Don’t. There are only two exceptions to this 
rule: 

1) that person is a professional in the industry and you happen to be friends with 
them and you get everything in a written agreement. That is how they operate—
with a written agreement—because they are professionals; or

2) That family member is your child and is working for you to earn money. 

If it is just a friend or family member who says, “Oh hey, I can do that for you… I did it 
for myself” and they haven’t done it for hire with a contract for other people, they are 
not professionals and are not experienced enough to either do a good job for you or 
not turn into a problem later.

Types of Contracts You May Need

๏ Confidentiality Agreements or Non-Disclosure Agreements (NDA)

๏ Independent Contractor Agreement: Independent Contractor meaning they are not 
on your staff, hired by your company as an employee full-time or part-time but have 
their own business and are being hired by you for a particular project

๏ Design/Art/Illustration Estimates and Agreements: agreements your designers are 
going to sign giving you an estimate for the cost and time for the scope of work and 
that you are going to sign that you agree to these estimates and terms. NOTE: if 
you commission an artist to do a painting, like an oil painting, for your book cover, 
expect the cost of supplies to be billed to you. Even though most oil paints may not 
be used up on your project and can be used for another project down the line, most 
of the time they are going to charge you because they wouldn’t have had to go buy 
that color unless you told them to buy that color. Just know that there will be a 
supply charge.

ALL these contracts and MORE are in your Members Area.

BOOK PUBLISHING NINJA - KRISTEN JOY SESSION 3, PAGE !                                                       14



Tracking Projects 

How do you track project progress and manage your team? Here is what I 
recommend:

✓ Use a checklist. There is a checklist in your Members Area thanks to the training 
Tony Laidig did on this. If you want more training like this from him, go to 
kristenrecommends.com/expertmedia

✓ Keep files in Dropbox, kristenrecommends.com/dropbox, a free file sharing 
program. It is great for keeping up to date with files for your editor of your 
manuscript, to get proofs of your files from designers, for working on files with your 
website developers, etc. It is so much cleaner than using email. 

✓ Keep communication OPEN. Most service providers do not know how to 
communicate. They are artists and designers, not communicators. One of the 
things that set my company apart from others is that I became the communicator. I 
like to talk and that is appealing to me, but I also keep people updated on progress 
all along the way so they are not left wondering when they are going to get 
something. Keep those lines of communication open with your team members and 
be the instigator of that because most likely, they will not.

✓ Use MY NINJA WEAPON: asana.com is a life changer. The whole system is 
amazing.

Demonstration: Asana 

Asana is a project management program/website that is free for you to use. You can 
create an entire series of steps to be completed in a project and drill down into each of 
those with detailed information. When you complete a project that is going to be 
repeated over again, for example, setting up publishing for a client, you can simply 
duplicate the completed project file and start again with a new project. The steps will 
be there for you. Let’s take a look:

1. Log into asana.com. You will get a screen that will look something like the screen 
shot below but keep in mind that I have already developed a complete project file 
here and have multiple projects so your new screen would not look exactly like this:
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2. I have a project set up as a template for the entire workflow process of publishing a 
book for a new client (circled). Clicking on the down pointing arrow, you see I get a 
drop-down to choose using this as a template and copying the project. I just 
created a blank one and then use this to copy it every time we have a new client.
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3. Here, I have my complete process for publishing a book for someone (screen shot 
is just one small part of the task list). First, I have my team assignments. Clicking 
on it drills the list down to all the assignments and who is doing those tasks.

4. Next on the list is the Setup and the first thing there is “Send Agreement and 
Payment Request.” Selecting this brings up the details of this particular line item 
and a checkbox to keep track of completion of this task). I can include a description 
of what this is and necessary information. 
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5. Looking at a couple more line items and clicking on “Setup Client Files” I have 
detailed description of what is necessary in setting up the client files and again, 

check boxes for tracking completion.

6. Next item in the list is Receive Signed Agreement and Payment. Clicking on this, 
you again see a drilled down listing of the tasks associated with this larger task 
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group. Looking at the task list for this group, you will see my agreements are 
signed using EchoSign, kristenrecommends.com/easycontracts. EchoSign is a 
paid service for keeping all your contracts in one place online. They are all digitally 
signed and then a copy is emailed to the signatory immediately.

7. When completing a task like a strategy 
session, I can attach the session notes to 
the task
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8. I can also keep track of any accounts I set up for a client, the web addresses for 
those, what specs or prerequisites I need to set up the account for them, etc. I can 
do this for every type of account I would set up and only have to put in the 
information once. I don’t have to try to remember what has to be done at each site 
because it is all there for me.

9. For any of these tasks, I can click on 
the “Unassigned” button and a list of 
my team members pops up where I 
can choose someone to assign to that 
task. Once someone is assigned, the 
program emails that person and has a 
checklist for that person to do.

Everything I do for a book is in this 
template setup. I can continue to drill 
down in the tasks to add steps and all the 
related files and information so it is all in one place. It is brilliant 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Session 3 Homework:  

1. Make a list of everything you need to do for your first/next book. I can tell you that 
as many as I’ve done, I still can skip steps. Asana and all the checklists there really 
helped to cut down on missing steps.

2. Determine if you need a team. Take all the tasks on your list created in step 1, star 
the tasks you can do for yourself and highlight or circle tasks you might want to 
outsource.

3. Customize the contracts in your Members Area for your personal use. PLEASE do 
not keep the red text. The red text in the contracts means you need to change this 
section! These are the places where you add your company name, etc. And when 
you edit these, remove all the red text and change to black. The red is only there to 
draw your attention so you know you need to make changes.

4. Go on the hunt for team members.

NOTE 

If you have further questions, go to the Facebook Group and search by the 
session number, i.e. “Session 3.” There is a dedicated stream for each session 
with questions posted after each session and further information related to 

that session. 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Session Q & A 

Q: What about using Scrivener for book interior design?
A: There is a difference between word processing programs, organizing programs and layout 

programs. While Scrivener will spit out an e-book file that is usually pretty usable, it is not 
the same as print layout/design. The only thing that I would ever use for this is Adobe 
InDesign.

Q: What is a total estimate for all the costs to get reasonable pros to edit, do the cover, 
interior, and publish a professional product?

A: I had packages I would sell for all of that which started at $1,500 and went up to $10,000. 
It depends on who you hire. What kind of editing do you want and how long is your book? 
What level of artist do you want to do your cover. 99 Designs is good and charges only a 
few hundred dollars where others might be $1,500. All of this plays into the cost.

Q: Can you use templates such as those from Joel Friedlander for cover designs?
A: He is an awesome designer and yes, you can use those. 

Q: Would $1,000 spent for new authors do it?
A: It can. You just don’t want to add in any extras. 

Q: Do I need a separate Library of Congress number for each translation?
A: My guess would be yes because it is different words in each book, and I would definitely 

copyright each one individually. 

Q: When using a professional headshot and using pen name, do you still use the photo of the 
real you?

A: I did but I did it sneakily. Go to JoyonAmazon.com and you can kind of tell it is me but the 
way the shadows are and the way I am positioned in the picture, you cannot exactly tell it 
is me.

Q: Are you saying the woman who spent 40 hours learning something could have just spent 
$15 to get it done?

A: Yes. That is exactly what I am saying. 

Q: Can you recommend an IP lawyer who will answer one question for a fee without a 
retainer?

A: There is a resource online, avvo.com, where you can ask a question and sometimes get 
several lawyers answering back. Not everyone there knows what they are talking about but 
it will get you started. 
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Q: What is the name of the conference you were talking about?
A: NAMS, kristenrecommends.com/nams 

Q: Can you recommend ghostwriters?
A: Some of the editors in the rolodex I gave you are also ghostwriters. 

Q: How can you enforce contracts when the vendor/supplier is in another country/legal 
jurisdiction?

A: It is still a contract and still in writing. How do you enforce it? Threaten them with a lawsuit 
in their local area and find a lawyer in that area to represent you. 

Q: I am a partner in a corporation and also do the designs for the physical products. It is a 
new company and no one has actually paid for anything. Who owns the copyrights for the 
art: me or the company?

A: The original artist unless they are under contract to work full time for a company. For 
example, my ex worked for a publishing company and in a sense, they owned him. They 
owned the copyright on everything he did. They would still give him credit as the artist, but 
they owned the copyright and he could’t take any of those files with him when he left the 
company. If he was freelancing and that company hired him, he would own the copyright 
unless it was in their contract that it was work for hire and that they owned the copyright. It 
does depend on what is in the contract.
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