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—— THE BUSINESS AT A GLANCE

Is this your business?

A newsletter business is media you own: a focused publication, sent on a schedule,
monetized through sponsorships, paid subscriptions, and your own offers. Unlike social
platforms, nobody can throttle your reach to your own list. The honest arithmetic:
subscribers accrue slowly, sponsorship money gets real around 2,500-5,000 engaged
readers in a niche, and the first six months pay mostly in compounding. You are building

the rarest asset online: permission to show up weekly in front of people who chose you.

$0-100 $300-900 60-120 days

LEAN STARTUP COST STANDARD BUILD TIME TO FIRST DOLLAR

85-95% Yes, fully Yes, entirely

TYPICAL GROSS MARGIN SOLO-FRIENDLY HOME-BASED

BUILT FOR THESE FOUNDER TYPES

<THE STORYTELLER ) CTHE ADVISOR >

I N 3/5 difficulty

THE HONEST FIT TEST

This is a writing and consistency business. You need a niche you can write about every week for two years
without running dry, and the discipline to ship on schedule when 47 people are reading. If you need fast
money, look elsewhere or pair this with client work. If the idea of slowly compounding an owned audience
that later powers anything you sell sounds like wealth, it is, and this is how it gets built.
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Who pays, and why now.

Email refuses to die because it is the only channel where
the audience relationship belongs to the publisher.
Platforms rise, algorithms turn, reach gets rented back to
creators at ad prices, and through all of it a clean email
list delivers to 40-50% open rates in a healthy niche
publication. Advertisers know this: sponsorship money
keeps flowing toward newsletters precisely because a
trusted sender's recommendation outperforms nearly

every other ad unit on the internet.

The economics concentrate in niches, and B2B niches
especially. A general-interest newsletter earns $10-20
CPM (per thousand impressions) on sponsorships when it
earns anything; a focused B2B or professional newsletter
(supply chain operators, dental practice owners, HVAC
contractors, paralegals) commands $25-50 CPM and up,
because the advertiser is buying 3,000 of exactly the
right people, not 300,000 of anyone. Small, sharply
defined audiences out-monetize big vague ones by an
order of magnitude per reader.

Three revenue engines stack as the list grows.
Sponsorships: the classic, sellable from roughly 1,000-
2,500 engaged niche readers. Paid subscriptions: a
premium tier at $5-15 a month converting 2-5% of an
engaged free list. Your own offers: courses, services, job
boards, or products sold to the list, frequently the
largest line item of all. The strongest operators treat the
newsletter as the trust engine and run all three.

Growth mechanics matter more than prose quality, and
the modern stack is learnable: a referral program that
turns readers into recruiters, paid recommendation
networks (beehiiv Boosts and similar) where established
newsletters send you subscribers for $1.50-3 each,
cross-promotions with peer publications, and one social
platform repurposing the newsletter's best material as
discovery. Writers who study growth for an hour a week

outgrow better writers who do not, every time.

Niche B2B sponsors
at small scale

Paid subscribers $5-15/month or $50-150/year

Your own offer buyers $50-2,000 across courses,

services, products

$100-500 per listing in
professional niches

Recruiters and job-board
advertisers

CPM FOR NICHE B2B SPONSORSHIPS

$25-50

$25-50 CPM, $150-500+ per send

Their tool or service in front of a precise professional
audience that trusts the sender

Deeper analysis, tools, data, or community the free tier
only previews

The next step from someone whose free work already
proved its value

Access to employed, hard-to-reach specialists exactly
where they already read

A 3,000-subscriber newsletter for a specific profession can charge $100-

150 per sponsored send, and far more with proven engagement. The same

3,000 followers on social are worth approximately nothing to advertisers.

Owned, niche, engaged: each multiplies the value of every reader.




—— STARTUP COSTS

Every dollar, before you spend it.

This is the cheapest business in the entire series to open and one of the slowest to pay. The
platform is free at the start, the tools are minimal, and the real cost is 5-10 hours a week of

writing and growth work for months before revenue is interesting. Budget patience, not capital.

THE LEAN BUILD - START

HERE WHY IT EARNS ITS PLACE COST
Newsletter platform (beehiiv, Free tiers carry you to 1,000-2,500 subscribers; beehiiv's S0
Kit, Substack) growth tools favor this model

Domain + custom sending you@yourletter.com beats a platform subdomain for brand $12-30/yr
address and deliverability trust

Landing page with a clear Built into every platform; the one-line promise does the SO
promise converting

Design assets (logo, header, Canva and an evening; polish later $0-50
social cards)

Cross-promo and community Newsletter growth communities where swaps and Boosts get $0-20/mo
memberships arranged

Business basics Sole prop until sponsor revenue is real, then LLC. See legal $0-200
Lean total $12-300 to launch
THE STANDARD BUILD - ADD

AFTER FIRST REVENUE WHAT IT UNLOCKS cosTt
Platform paid tier Unlocks the referral program, Boosts, and automations as $39-99/mo

the list grows

Paid acquisition budget Boosts and niche ads at $1.50-3 per subscriber, only after
organic engagement proves the format

Sponsorship kit and media page A one-page rate card with audience stats; built once,
updated quarterly

Freelance editor or designer Polish for the issues and the brand once revenue supports it

$150-500/mo

$0-100

$100-300/mo

THE RULE

Spend nothing on growth until your open rate proves the product: 45%+ opens on a small list means the

writing earns attention, and paid subscribers later will confirm it. Buying subscribers for a newsletter people

skim is renting an audience for a show they do not watch.
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—— LICENSING, LEGAL & INSURANCE

Clean from day one.

Newsletter law is light but specific: email marketing rules, disclosure obligations the moment
money enters the content, and data privacy basics that scale with the list. All of it is checklist-

simple, and sponsors increasingly ask whether you follow it.

["] CAN-SPAM compliance from issue one: Working unsubscribe link in every send (platforms handle it), a physical mailing
address in the footer (a $10-15/month virtual address works; home addresses on 5,000 emails are a bad idea), and honest
subject lines.

[] Disclose every sponsorship and affiliate link: FTC rules require clear, conspicuous disclosure: 'Sponsored by' or ‘Together
with' at the placement, not buried at the bottom. Affiliate links get a plain-language note. Trust is the product; disclosure
protects it and the law requires it.

[] Sole prop to start, LLC at sponsor revenue: Form the LLC once businesses are paying you and contracts exist, take the free
EIN at irs.gov, and route sponsor invoices through the business account. THE LAUNCHPAD Module Three covers the steps.

|:| Simple sponsor agreements in writing: A one-page agreement per placement: date, format, price, approval rights, and what
happens if a send slips. Email confirmation works at the start; a template makes you look like the professional operation
you are becoming.

rivacy policy and data care: You hold personal data (emails, names, behavior). Publish a privacy policy, never sell or

Pri li d dat You hold L dat il behavior). Publish i li 1
'share' the list, and honor deletion requests. GDPR and state privacy laws mostly amount to: collect honestly, disclose
plainly, delete on request.

[] Paid-tier taxes and 1099s: Paid subscriptions may be taxable digital services in some states (platforms increasingly handle
it); sponsor income is plain business income. Reserve 25-30% and expect platforms and sponsors to issue tax forms past
federal thresholds.

[] Plagiarism and quoting discipline: Curating other people's reporting is the genre, but copy-pasting is theft. Quote briefly,
credit loudly, link always. Your reputation is the entire balance sheet.

INSURANCE, SPECIFICALLY

Media liability (defamation, copyright claims) is the relevant coverage, and most small newsletters reasonably skip it
until revenue is real or the beat is spicy: covering companies critically, naming names, or publishing investigations
raises the case for a media liability policy (540-80 a month). The everyday protections are free: accurate claims,

clear corrections, and credit where due.

WATCH FOR

Deliverability is the silent business risk no contract covers. Buying email lists, scraping addresses, or importing
contacts who never opted in poisons your sender reputation, lands you in spam folders, and is illegal in several
jurisdictions besides. Grow only from real opt-ins, clean cold subscribers quarterly (a 3,000-list at 50% opens
outsells a 10,000-list at 12% to sponsors anyway), and treat the spam-complaint rate like a smoke alarm.

Requirements vary by state and city. Verify with your state, city clerk, and a licensed professional. Education, not legal advice.
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—— THE PRICING MENU

Three doors. Real numbers.

Newsletter pricing is an offer ladder, not a price tag: the free issue builds the audience, the paid
tier monetizes the devoted, and sponsorships monetize the whole list without charging readers

anything. The doors below are that ladder, and nearly every successful operator eventually runs

all three rungs.

RECOMMEND

DOOR ONE DOOR TWO

The Free Issue The Paid Tier
$O the audience engine $8_12/m0 2-5% convert

'S Extra weekly issue, deep dives,

* ¢ The weekly flagship: genuinely

complete, never a teaser data, or tools
e ¢ Grows the asset every other ¢ ¢ Annual plan at 2 months free
dollar comes from improves retention and cash

* ¢ Carries sponsorships once the flow

list earns them ¢ Realistic conversion: 2-5% of

engaged free readers

¢ Referral program turns readers
into the growth team ¢ ¢ Founding-member pricing
rewards the first hundred

¢ The most durable revenue line:
nobody's ad budget can cancel
it

DOOR THREE

The Sponsor Slot
$150_500+ per send,

niche B2B

¢ Priced at $25-50 CPM on
opens for niche professional
lists

¢ Main slot plus cheaper
classified slots as inventory

¢ Soldin 4-send packages for
commitment and less admin

¢ Rate card published; prices
rise with every growth

milestone

PRICING NOTES FOR THIS BUSINESS

e Price sponsorships on engaged readers, not raw list size: '3,200 subscribers, 52% open rate, 14% niche

CTR' charges more than '9,000 subscribers' with silence behind it.

e Raise sponsor rates every 1,000 subscribers and tell past sponsors why; locked-in early sponsors at old

rates become your renewal base.

e Launch the paid tier only past ~1,000 engaged free subscribers; premature paywalls strangle the growth

engine that feeds everything.

e Your own products sold to the list (course, template pack, service) routinely out-earn sponsorships; the

ladder exists to fund the list until then.

THE UPSELL THAT PAYS THE RENT

The classifieds layer. Beyond the main sponsor slot, sell 2-3 one-line classified placements per issue at $50-
100 each: job posts, tool launches, event promos. They monetize issues the main slot does not fill, cost

minutes to run, and quietly add four figures a quarter at modest scale.

PLAYBOOK NO. 35 - PRICING
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—— YOUR FIRST TEN CUSTOMERS

Names, not strategies.

Adapted for this model: your first ten DEVOTED subscribers, then your first hundred, are
recruited by hand. Newsletter growth is manual before it is mechanical: personal invitations, one

community where you already belong, and the referral seeds that make the flywheel turn later.

] Twenty-five personal invitations
Individual messages to the people in your world who genuinely fit the niche, with the promise stated plainly and a
link. Not a blast: one message each. Expect 15-20 to join, and treat them as the editorial board.

2 The community you already stand in
The subreddit, Slack, Discord, or trade group where you have history. Share the first issue with context about why
you started it, where rules allow. Standing converts; drive-bys do not.

3 One social platform as the megaphone
Pick the platform where the niche lives and post 3-5 times a week: the newsletter's best insight, re-cut. Bio link to the
signup. Social is for discovery; the inbox is the destination.

4 Cross-promotions from day 60
Find newsletters one size up in adjacent niches and trade mentions. Swaps cost nothing, and three good ones can
double a small list in a month.

5 The referral flywheel, seeded early
Even at 100 subscribers, offer a real reward at 3 referrals (a guide, a database, a tool you built). Newsletter referrals
compound precisely because your readers know people like themselves: the exact subscribers you want.

6 Paid Boosts, last and carefully

Once opens prove the product, recommendation networks deliver niche subscribers at $1.50-3 each. Cap the
spend, watch the cohort's open rate, and cut any source sending skimmers.

THE EXACT ASK

"The personal invitation: 'Hi [name], I started a weekly newsletter for [exact niche]: every [day], the [3-5 things it delivers]
in under [reading time]. Issue one is out and I think it is exactly up your alley. Would you take a look, and if it is useful,
subscribe? And tell me what is missing: the first fifty readers are basically my editors.’ Then the community version of the
same, with one line on why the niche deserved a dedicated letter."

THE FOUNDING-CUSTOMER DEAL

First 100 subscribers are named founding readers: a thank-you in an early issue, first vote on coverage, and
grandfathered founding pricing if a paid tier ever launches. It costs nothing, converts casual subscribers into
evangelists, and the 'founding 100' framing gives early growth a finish line people want to be inside.
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THE MARKETING ENGINE

Owned, earned, then paid.

A newsletter is a product that markets itself one forward at a time, but only if you build the

machinery: referral incentives, social repurposing, swaps, and a signup page that states the

promise in one breath. Growth work is a standing weekly appointment, not a someday project.

CHANNEL,
RANKED

WHY IT WORKS HERE

THE FIRST MOVE

Referral program

One social platform

Cross-promos and
swaps

Paid
recommendations
(Boosts)

SEO and issue
archives

Readers recruiting readers is the channel that
compounds; recommended subscribers engage best
of all

Discovery happens where the niche scrolls; the
inbox is where the relationship lives

Adjacent newsletters hold pre-qualified readers in
bulk

The only paid channel priced per subscriber instead
of per click

Evergreen issues rank and recruit for years

Real rewards at 3, 10, 25 referrals;
mention the program in every issue
footer

3-5 posts a week repurposing the letter
sharpest points; signup link everywhere

Two swaps a month, always with letters
slightly larger than yours

$1.50-3 per sub, capped monthly, with

open-rate audits per source

Public archive on, 2-3 issues a quarter
written as searchable definitive guides

's

PLAYBOOK NO. 35 -

FIVE CONTENT PIECES THAT WIN THIS

NICHE

¢ The weekly flagship format with named
sections readers can navigate blind (the news,
the number, the deep dive, the tool)

¢ A definitive annual resource for the niche
(salary survey, vendor guide, tool rankings)
that earns links and subscribers all year

e Reader Q&A and spotlights: the cheapest
engagement engine and proof the community
is alive

¢ The contrarian take done responsibly: one
well-argued unpopular position per quarter
travels furthest

¢ Behind-the-numbers transparency posts
(subscriber count, what worked) that the
newsletter-growth community shares

reflexively

MARKETING

THE REVIEW MACHINE

A newsletter's reviews are its replies, forwards,
and testimonials. Engineer them: end issues with
one specific question, reply personally to every
response for the first year, and screenshot (with
permission) the best reader notes for the landing
page and sponsor kit. Sponsors buy engagement
evidence, and 'here is what readers say when they
hit reply' closes rate-card conversations better

than any subscriber count.
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One unit, one month,
no fog.

Two honest snapshots: the value of one engaged subscriber-year at modest scale, and a monthly
P&L for a niche letter around 5,000 subscribers, roughly a year of consistent work in. The early

months earn almost nothing; this is what the compounding is aiming at.

Sponsorship value (48 sends at $35 $0.76 Sponsorships (4 main slots) $800
CPM, 45% opens)

Classified placements $200
Paid-tier value (3% convert at $96/yr) $2.88

Paid tier (130 members, avg $8.50) $1,105
Own-offer value (modest course/product $2.10
mix) Own product sales to the list $600
Revenue per subscriber-year $5.74 Platform + tools -$104
Platform + tool cost share -$0.45 Boosts and growth spend -$300
Pre-tax profit per subscriber $5.29 Payment processing -$55
Tax reserve (27%) -$1.43 Pre-tax profit $2,246
Yours, per subscriber-year $3.86 Owner take-home after 27% reserve $1,640

BREAK-EVEN

Month 4-8

Cash costs are trivial, so breakeven is really about your hours: most niche letters
cross from hobby to business income between months six and twelve. The asset
math is the real story: media buyers value newsletters at $2-5+ per engaged
subscriber, meaning the list itself becomes sellable equity, not just cash flow.




—— THE 30-DAY LAUNCH PLAN

Pre-decided, so motivation
iS never consulted.

WEEK ONE: FOUNDATIONS

[ ] Define the niche and the one-line promise: who, what,
when, in how long

[] Audit the competition: read 10 niche letters, find the
uncovered angle

|:| Platform set up, domain connected, landing page live

[] Write issues one and two; build the named-section
format

|:| Footer compliance done: unsubscribe, mailing
address, disclosure spots

WEEK TWO: DOORS OPEN

[ ] Sendissue one to your 25 hand-recruited founding
readers

|:| Personal invitations out, one by one, until 50+
subscribers

[ ] Share with context in the one community where you
have standing

[

Social account live; first repurposed posts up

|:| Reply personally to every response; note what
readers ask for

WEEK THREE: MOMENTUM

[

[

[

[

Issues ship on schedule, no exceptions: the streak is
the brand

Referral reward built and announced at the footer

First cross-promo conversations opened with
adjacent letters

Public archive on; one issue written as a searchable
guide

Watch opens and clicks per section; cut what nobody
reads

WEEK FOUR: THE SYSTEM

[

[

]

Founding-100 push: a focused week of invitations and
posts

Draft the sponsor kit: niche, list size, open rate, rate
card

First swap executed; measure the subscriber bump

Month-one review: growth rate, open rate, best-
performing content

Write the next month's content calendar in one sitting

DAY 30 VERDICT

Green light: 150+ subscribers, 45%+ opens, replies arriving unprompted: the format works, now it is a growth

game. Yellow: subscribers but weak opens: the promise and the product disagree, fix the format before

buying growth. Red: under 50 subscribers after real personal outreach: the niche is wrong-sized or the

promise is vague. Interview ten target readers, sharpen both, and relaunch: the sunk cost is one month, which

is the cheapest pivot in this entire series.
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—— PITFALLS & THE PATH UP

How this business fails,
and how it grows.

THE FIVE KILLERS

X A newsletter about everything
'My thoughts on tech and life' is a diary, not a
product. The niche letter for 3,000 dental
practice owners out-earns the general letter
with 30,000 drifters, and it is easier to grow
besides.

X Missing sends

Consistency is the entire trust contract. A letter
that ships erratically trains inboxes and humans

to forget it. Pick a sustainable cadence and
treat it as a publishing law.

X Monetizing on fumes

Pitching sponsors at 300 subscribers or

paywalling at 500 strangles growth for pocket
change. Build the engaged free list first; every

revenue rung pays better one size later.

X Vanity list-building

Giveaway-grown and purchased lists tank open
rates, spam-flag your domain, and impress no

sponsor who asks one follow-up question.
Engagement per subscriber is the metric;
protect it ruthlessly.

X Renting the whole audience from one
platform
Platform-locked lists and closed archives
recreate the social-media trap email exists to
escape. Use your own domain, export the list
monthly, and own the asset outright.
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THREE SCALE PATHS

1

The media company

Add a second adjacent newsletter, a podcast
feed of the flagship, and a small events layer.
Shared audience, multiplied inventory: this is
how one-person letters become niche media
businesses sponsors budget for annually.

The product engine

The list becomes the launchpad: courses, paid
communities, job boards, data products, or
software for the niche. Operators repeatedly
find their own offers out-earn ads three to one
on the same list.

The exit

Newsletters trade hands at established
multiples on subscribers and revenue. Clean
opt-in records, documented engagement, and
diversified revenue make yours acquirable by
the strategics and rollups actively buying niche
letters.

YOUR FIRST HIRE

A freelance researcher or curator for 4-6 hours
a week once sponsorship revenue covers it,
because gathering links and data is half your
production time and the most delegable half.
Your voice and the final edit stay yours. The
handoff test is a one-page style sheet and a
source list; if their draft section needs a rewrite
rather than a trim, refine the system before
adding hours.



THE STAIRCASE CONTINUES

The playbook is the map.
The machine is waiting.

Everything this playbook describes, Epic Advisory Group can build with you: the
brand, the cinematic website, the entity, the engine. Describe your idea to the

Launch Engine and see your business real in about sixty seconds, free.

= The Launch Engine: your idea, built free, in about a minute
= THE ASCENT: Founder Edition: the eight-module course
= Launch-in-a-Box: entity, brand, site, and first campaign, one flat price

= Growth, capital readiness, and the path to the public markets

"There is no right age. There is only the decision. "

<C> Epic Advisory Grou
p ry p EPICADVISORYGROUP.NET



