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Affiliate disclosure

Some tools named in this book are ones we actually use. Where we link them, the links may go through our
redirects and we may earn a commission at no extra cost to you. We only name tools we run ourselves. We may
earn on some tools; Riverside is linked directly.

Introduction
There is a particular kind of business problem that is hard to see from the inside.

You have built something real. You have published for years. People know who you are. Your audience is
not imaginary, and neither is the work that went into earning it. From the outside, the business may
look like it is doing well. From the inside, the money has stalled, slipped backward, or never arrived in
proportion to the attention.

When that happens, the market hands you a long list of explanations. You need more views. You need
better hooks. You need to upload more often. You need ads. You need a funnel. You need a better
expert. You need more calls and DMs.

Every explanation contains a little truth. That is what makes the wrong problem so expensive. Views
matter. Hooks matter. Ads can work. Experts can help. Calls can close. But a true statement is not
automatically the constraint that is stopping your business today.

This book is about that gap: the distance between the problem you can feel and the problem that is
actually blocking the next result.

I learned a lot of this while working alongside my wife and watching a real business absorb the
consequences of a wrong diagnosis. The lesson was not that one tactic is always bad. The lesson was
that a tactic applied to the wrong stage can make the business noisier, more expensive, and harder to
understand.

This is for you if you have built a real audience over time, you look successful on at least one public
scoreboard, and the private scoreboard is not keeping up. It is for the creator, coach, consultant,
educator, or small team who is still willing to do the work but wants to stop spending energy on the
wrong lever.

It is not for someone starting from zero who needs a complete publishing curriculum. It is not for
someone who has stopped showing up and wants a shortcut. It is not for someone looking to have a
business done for them, or shopping for another course or call before looking at the evidence.

The goal is not to make you more frantic. The goal is to help you name what is stuck, remove one layer
of confusion, and take the next useful action in the right order.

None of This Is Original
Most of the ideas in this book came from other people.
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The useful parts came from studying people who had already spent years thinking about direct
response, constraints, systems, persuasion, behavior, personal development, and business design.
What I added was putting the ideas next to each other, testing them on myself, and watching what
happened in real businesses when a diagnosis was right or wrong.

That distinction matters. There is too much pressure to sound original when what most people need is
clarity. Success is usually not a secret. It is the basics understood clearly and done at a very high level, in
the right sequence, for long enough to compound.

One of the most important distinctions is between a decaying business and a reinforcing business.

A decaying business makes every next result require more of you. More publishing creates more
content to maintain. More customers create more delivery chaos. More attention creates more support
requests without more margin. You can work harder and still feel yourself disappearing inside the
machine.

A reinforcing business turns effort into assets. A useful video continues to introduce the right people to
the next step. A clean offer makes future conversations easier. Good delivery creates proof, referrals,
and confidence. The work does not become effortless, but it begins to set you free instead of quietly
consuming you.

D ECAYING

Every next result requires more of you.

R EINFORCING

Effort turns into assets that keep working.

The names and sources are collected in the back. You do not need to agree with every person
mentioned to use the questions. You only need to be willing to ask whether an idea is useful for the life
and business you are actually trying to build.

How to Use This Book
This book is about making sure you are solving the right problems in your business. Your business’s job
is to serve your life. If you want help recalibrating that, there is a bonus chapter at the end (we were
going to make it its own book, then put it here). Skip there anytime. It is about clarity and direction in life
so you can get clarity in the business. Not about growing your channel.

For the money-stuck chapters, take the belief check below. Do not choose the chapter that sounds
most sophisticated. Choose the sentence you have been repeating to yourself, your team, or your next
prospective hire. Then read that chapter and do the one-day win before buying another tactic.

More publishing

More upkeep

More of you

More effort

Useful asset

Right people

Proof + referrals

Clean offer
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The belief check is a route, not a diagnosis. It tells you which wrong problem is currently loudest. The
real diagnosis is the Bottleneck Finder, which looks at the three stages that matter here: Leads, Offer,
and Delivery.

Every chapter follows the same rhythm:

01 The wrong problem 02 Why it feels true 03 What it actually is

04 A story that makes it visible 05 A one-day win 06 Tools, only where they help

07 A soft bridge

Read one chapter. Do one win. Name the stage. Then decide whether you need help naming it for you.

If you want a free room with other creators whose content works but revenue is stuck, there is a free
Bottleneck Breakdown Community on Skool (link in Resources).

60-second belief check
This is not the Bottleneck Finder.

The Finder names whether you are stuck in Leads, Offer, or Delivery. This check only matches the belief
you are carrying right now so you know which chapter to open first.

Pick the statement that fits hardest:

“I need more views / reach.” CHAPTER 01 →

“I need better hooks / more uploads.” CHAPTER 02 →

“I need ads / a better funnel.” CHAPTER 03 →

“I need a better expert / coach.” CHAPTER 04 →

“I need more calls / DMs / calendar activity.” CHAPTER 05 →

“I’m not sure which of those. Money is stuck and content works.” CHAPTER 06 →

If life feels off (not just the business), skip to the bonus chapter at the end. If money is stuck and you
are not sure which belief fits, start with Chapter 6, then run the Finder.
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01
01 T HE WRONG PROBLEM

“I need more views. More reach. More people seeing this.”

If the account is growing slow and the bank account is quieter than the content calendar, volume feels
like the honest answer. More eyeballs. More shots on goal. Scale the top of the graph and money should
follow.

It feels obvious. It feels measurable. It feels like the platform’s fault if the number is low.

02 W HY IT FEELS TRUE

Views are the dashboard everyone understands. Your friends ask about them. Other creators brag
about them. Agencies sell them. Walk a YouTube conference floor and you will meet people with
millions of views who still cannot make the money match.

When applications and purchases are thin, the brain fills the blank with “not enough people saw it.”
That story is comfortable. It keeps the offer and the capture path out of the courtroom.

And if your last hit got a spike and a few sales showed up in the same week, your nervous system wrote
a rule: views cause money. So when money stalls, you go hunt views.

03 W HAT IT ACTUALLY IS

Often this is a capture problem wearing a views costume.

Everything is a funnel. Jay Abraham’s line still holds: you owe it to people to make it easy to work with
you. Your email list is your business, including sponsor and partner revenue that rides on owned
attention. Every video is a seed. A hundred videos can be a hundred tiny funnels, or a hundred dead
ends with a subscribe button and no clear next step.

Leads means: can the right people find you and raise their hand? Offer means: can the right person say
yes to the right ask at the right ticket? Delivery means: can you fulfill without choking, refunding, or
hiding?

If people already watch, comment, and save, but they do not opt in, apply, or buy, pouring more views
on the same leak does not fix conversion. It amplifies the leak.

Pain shows up as “we need reach.” The stuck stage is often the path from viewer to lead (and then to
offer). More strangers watching a weak ask is still a weak ask with a bigger audience.

04 S TORY

Coming home from my first Tony Robbins event (UPW, hot coals, the whole thing), I spotted Russell
Brunson at DIA. I thanked him for Perfect Webinar. He invited me to Funnel Hacking Live. I declined
because of the kids. That season still flipped a lightbulb about evergreen YouTube: the video keeps
working while you sleep, but only if the viewer has a clear door into your world.

C HAPTER 01 · THE WRONG PROBLEM

“I need more views”
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When we launched the SarahBethYoga membership and app, once capture and the backend were
actually in place, monthly revenue moved from about $5,000 to $50,000. The views did not magically
get “better.” The bucket stopped leaking.

05 O NE-DAY WIN

Do not rebuild your content machine today. Do this instead.

Open one of your best-performing pieces like a stranger would.

Walk the path from “I just watched this” to “I am on your list / I applied / I bought.” Write every
click, every page, every decision.

Count the leaks: unclear CTA, buried link, vague next step, too many choices, dead landing
page, soft “link in bio” with no instruction.

Ask one sentence: If views doubled tomorrow, would leads and money double, or would the
same leak just get louder?

If the honest answer is “no” or “I don’t know,” stop optimizing for reach this week. Fix one clear
instruction, one link, one action. Tim Ferriss energy: do not make people think.

Optional: open the Bottleneck Finder after this audit. Name Leads, Offer, or Delivery before you
buy another growth hack.

06 T OOLS

Spreadsheet or Notes: none required beyond what you already use.

Analytics you already have (YouTube Studio, IG Insights, etc.): use those. Do not add a platform for
this win.

CRM / list we use when you need opt-in vs purchase clarity: GoHighLevel. Not a magic fix.

AI drafts a first pass of the capture path and follow-up from your notes. You verify every step before
anything goes live. (Perfect Promo, a free conversion system we point to when capture is the real
constraint, lives on the hub.)

No tool turns a wrong problem into a right one. Tools only make the scoreboard readable.

07 S OFT BRIDGE

Views without a clean capture path is a story, not a strategy. Name the stage before you chase
another spike. Finder first: the Bottleneck Finder. Soft next steps live on the hub.

1. 

2. 

3. 

4. 

• 

• 

• 

• 
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02
01 T HE WRONG PROBLEM

“I need better hooks. Or more uploads. Or both.”

If the last few pieces underperformed, creative feels like the lever. Sharper first three seconds. Higher
cadence. A new format. A new editor. Same energy as “the content isn’t good enough yet.”

It feels productive. You can ship today. You can feel busy while money stays stuck.

02 W HY IT FEELS TRUE

Hooks and posting volume are trainable. Creators trade tips about them in every comment section.
Platforms reward consistency in public. Output is controllable. Doubling down feels responsible when
things are bad and smart when things are good. It also calms anxiety.

When a weak week hits, the fix that feels closest to your hands is “make better stuff more often.” Hiring
an editor or buying another course on hooks looks like investment. Sitting with “maybe the ask is
wrong” feels like admitting the business is broken.

So you double the output. You A/B the openers. You treat the business stage like a creative problem.

03 W HAT IT ACTUALLY IS

Often this is output and creative used as a fix for a stage problem.

Hooks matter. Cadence matters. Neither one names whether you are stuck in Leads, Offer, or Delivery.

Eliyahu Goldratt’s bottleneck idea is blunt: more work upstream of a constraint just fills the queue in
front of the real blockage. More uploads into a weak ask is motion in the wrong direction. Performing
gets exhausting. Focus is ROI, not effort. That is the decaying loop from the front of the book: more
content creates more content to maintain, without compounding into cash.

If every piece asks for a follow or a save, and almost nothing asks for a buy or an apply, you do not have a
hook problem. You have an Offer ask problem wearing a content costume.

If you already get attention and the calendar is full, more uploads into the same weak door just makes
you tired faster. Pain shows up as “our creative isn’t converting.” The stuck stage is usually Offer (the
ask, the ticket, the entry) or Delivery (you cannot take more buyers cleanly). Sometimes Leads is real.
Prove it before you rebuild the hook stack.

04 S TORY

A creator we watched burned out doubling and then tripling content. When Facebook ads people
entered the picture, “more hooks” became the default prescription until she refused. Money had
already abandoned the building. The shift that helped was not a sharper opener library. It was moving
toward work that was easier and more potent per hour, and stopping the output arms race that never
named the constraint.

C HAPTER 02 · THE WRONG PROBLEM

“I need better hooks / more
uploads”
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Someone else in the education lane tagged their last eight uploads by what each one actually asked for.
Six were “follow / subscribe.” One was soft “link in bio.” One mentioned the offer in the last twenty
seconds with no clear next step. Creative was fine. The ask map was empty.

05 O NE-DAY WIN

Do not film a new batch today. Do this instead.

Name your number one constraint in one sentence (even if you are guessing). Leads, Offer, or
Delivery. Pick one.

List what you are doing this week.

Mark what actually touches that constraint.

Pause one thing that does not.

Optional secondary audit: tag your last 8 pieces by what they asked for: follow / save / buy /
apply. If buy/apply is zero or one, stop blaming hooks this week.

Optional: run the Bottleneck Finder once the tags are written. Creative comes after the stage has
a name.

06 T OOLS

Notes app or spreadsheet: none required beyond what you already use.

Scheduling / distribution we use when cadence is real after diagnosis: Blotato. Optional. Not for this
audit.

Community / membership shell we use when Delivery is the real question later: Skool. Not a hook
fix.

Recording we use when the product is video conversation: Riverside. Irrelevant to this win.

AI does it: paste titles + CTAs and ask it to tag follow / save / buy / apply. You still verify.

No tool fixes a content calendar that never asks for the money door.

07 S OFT BRIDGE

More hooks into the wrong ask is just prettier leakage. Name the stage, then decide if creative is
even the lever. Finder first: the Bottleneck Finder. Soft next steps on the hub.

1. 

2. 

3. 

4. 

• 

• 

• 

• 

• 
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03
01 T HE WRONG PROBLEM

“I need ads. Or a better funnel. Or both.”

If content already gets seen and money is stuck, paid traffic feels like the grown-up move. More people
in. More chances to buy. Hire someone who lives in Ads Manager. Add the weekly calls, the course, the
community. Same stack every agency sells.

It feels responsible. It feels like you’re finally treating the business like a business.

02 W HY IT FEELS TRUE

Organic is “working” in the ways that show on a dashboard: views, watch time, comments. Revenue is
not matching. So the brain fills in the blank: not enough of the right people are seeing this.

Ads feel like a switch you can flip. You can buy the missing reach. A funnel promises order. You can
catch what organic leaks.

And when an agency shows up with a done-with-you package (ads plus calls plus a course plus a
community), it looks complete. You are not figuring it out alone. You are investing.

03 W HAT IT ACTUALLY IS

Often this is not a Leads volume problem.

It is traffic poured into an undiagnosed Offer, plus people who were never going to buy what you sell at
the ticket you sell it.

Paid clicks that are a worse fit than your organic audience do not give you “more of what works.” They
give you a different crowd. If your business is high-ticket (or even mid-ticket diagnosis and consulting),
low-intent traffic is not a volume upgrade. It is a quality downgrade wearing a growth costume.

Add bad tracking and you cannot learn. If you cannot separate ads from organic, you cannot see ROI.
Every meeting becomes a story contest. Everyone has a theory. Nobody has a clean scoreboard.

Ads amplify whatever is already there, including what is broken. Pain shows up as “we need more
traffic.” The stage that is actually stuck is usually Offer (who it’s for, what they buy, how they enter).
Sometimes the “Leads” you buy are the wrong leads. That is still an Offer diagnosis.

04 S TORY

We thought it was a traffic problem.

So we hired a YouTube ads agency at SarahBethYoga. Done-with-you. Weekly calls. A course. A
community. The same bundle most offers in that lane come with. We spent exactly $20,000 to fix a
problem we did not have.

Conversion tracking could not tell us what was working from ads versus what was already working from
organic. Without that split, you are racing a clock with money on the table and no clean ROI.

C HAPTER 03 · THE WRONG PROBLEM

“I need ads / a better
funnel”
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Here is the part people skip when they say “ads didn’t work.”

We were unaware of the other consequences.

Lower-quality leads showed up. That hit was worse for a higher-ticket business than it would have been
for a cheap impulse product. Email list opt-ins got worse. Watch time and bounce on the YouTube side
got worse. Lead quality dropped. The damage stacked: worse list, worse video signals, worse lead gen
from the channel that had been carrying us when ads cost zero.

It did not just “not work.” It set us back tremendously.

It was my wife’s business. I was in it with her.

Paid ads are figure-out-able if you have enough time, money, and iterations. Plenty of operators get
there. We were used to paying $0 for leads. Watching money leak while the organic engine got hurt did
not feel like a smart experiment. It felt like paying to damage the thing that already worked.

The lesson was not “never buy ads.” The lesson was: if you hand an agency a traffic problem when the
real stuck is somewhere else, and you cannot see ROI clearly, you do not get a neutral test. You can
break the engine that was already producing.

05 O NE-DAY WIN

Do not rebuild your funnel today. Do this instead.

Concrete audit (about an hour):

Pull the last 90 days of organic: views (or reach), opt-ins, applications, purchases. Note what
kind of person shows up and whether they fit your ticket.

Pull the same window for paid spend (or the heaviest push traffic you paid for). Same columns
if you can. If you cannot separate ads from organic, write that down as the finding.

Circle where money or applications actually happen today.

Answer in one sentence: Does organic traffic convert into opt-ins / applications / purchases at
a rate I would happily amplify with money?

Close the audit with this rule: if organic does not convert, paid will not either. Pouring spend into
a leak makes the leak bigger and more expensive. Fix the path and the fit first. Then decide if paid
deserves a dollar.

If you cannot answer because tracking cannot separate ads from organic, that is still the win. Your
next move is clarity, not more spend. Racing the clock without a scoreboard is how $20,000
disappears into “we’ll know after more tests.”

Optional: open the Bottleneck Finder after this audit. Name the stage before you buy another
media package.

06 T OOLS

Spreadsheet: none required beyond what you already use.

Analytics / ads accounts you already have: use those. Do not add a new platform for this win.

Email / CRM we use: GoHighLevel if you are mapping opt-in quality. Not a magic fix.

1. 

2. 

3. 

4. 

• 

• 

• 
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AI does it: a first-pass summary of “what we spent vs what moved” from your notes. You still decide
the stage.

No tool fixes a wrong diagnosis. Tools only show the damage clearer.

07 S OFT BRIDGE

Strong spend, weak revenue, or worse: spend that hurts watch time, list quality, and the organic
engine you built at $0 cost per lead. That is rarely cured with a bigger budget.

Curious which stage is stuck? The Bottleneck Finder names it (Leads, Offer, or Delivery). Soft
next steps live on the hub.

• 
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04
01 T HE WRONG PROBLEM

“I need a better expert. A better coach. Someone who actually knows this.”

If you have already tried hard and money is still stuck, the next hire feels like the missing piece. Ads
person. Funnel person. Content coach. Agency. Mastermind. Someone smarter than you to take the
wheel.

It feels humble. It feels like leveling up. It feels safer than admitting you might be solving the wrong
thing.

02 W HY IT FEELS TRUE

Specialists are everywhere. Each one is excellent at the problem their offer is built to fix. They show
case studies. They speak the language of their lane. Your dashboard pain matches their pitch deck.
Hiring feels like progress.

When you are tired, “I just need the right person” is a relief story. You outsource the diagnosis along
with the work. You hand them whatever problem you currently believe you have.

And if the last expert disappointed you, the brain’s next move is not “wrong brief.” It is “wrong expert.”
So you shop again.

03 W HAT IT ACTUALLY IS

Specialists fix the problem you hand them.

If you hire an ads expert for a traffic brief, you get ads work. If the stuck stage is Offer, you get expensive
motion on the wrong stage. That is not always the expert failing. That is you buying a hammer because
the room felt like nails.

Interview three to five experts about the same stuck business and you will rarely get the same answer.
They diagnose toward their tools. They also do not live inside your bandwidth, your family calendar, or
your real constraints. Sam Ovens’ habit of interviewing hundreds of people before a serious hire (the
Skool story people pass around) is the opposite of “pick the first confident voice.” Volume of interviews
is not the point. Refusing to outsource the diagnosis is.

Pain shows up as “I need better help.” The misread is usually: you never proved which stage is stuck
(Leads / Offer / Delivery) before you wrote the brief. A great Delivery operator cannot save a broken
Offer. A great Leads operator will fill a leaky bucket faster.

Wrong expert is sometimes real. Wrong problem handed to a good expert is more common than
people admit.

04 S TORY

A blind spot we see on repeat: operators assume success was “strategy” when the hidden variable was
a great product that would have sold through almost any decent system. Then they pay for frameworks
that fit someone else’s company.

C HAPTER 04 · THE WRONG PROBLEM

“I need a better expert”
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We paid about $5,000 a month in expenses into an EOS-style engagement that was useful and also
rigid for how we actually worked. Later, we paid about $7,000 a month into a Scaling Up style
engagement that was more flexible and produced a different diagnosis. Both had smart people. Neither
magically knew our life. The expensive lesson was not “systems bad.” It was “do not confuse a
specialist’s map with proof of your stuck stage.”

An operator we saw had rotated through three hires in a year: a media buyer, a funnel builder, a content
coach. Each one “kind of helped.” None moved cash in a stable way. The brief every time was some
version of “get me more clients.” Nobody was given a proven stage. When they finally forced a label
(Leads, Offer, or Delivery), the honest label was Offer: avatar and ticket mismatch, soft ask. They had
been paying specialists to decorate a door that did not open.

The experts were not the villain. The unlabeled brief was.

05 O NE-DAY WIN

Do not book another discovery call today. Do this instead.

List every expert, coach, agency, or mastermind you paid in the last two years.

Next to each: what you hired them to fix, and whether that was the real constraint (honest
guess is fine if evidence is thin).

Write the brief you would give a hire today in one paragraph. What should they change?
What does success look like in 30 days?

Label that brief Leads, Offer, or Delivery. One label only.

Ask: Did I prove this is the stuck stage, or am I guessing from pain?

If you cannot prove it, your win is “do not hire yet.” Clarity first. The Finder exists for this exact
moment.

Optional: complete the Bottleneck Finder, then rewrite the brief to match the stage it names.

06 T OOLS

Notes: none required.

CRM we use when the brief touches pipeline reality: GoHighLevel. Optional.

AI does it: paste your paragraph and ask it to guess Leads / Offer / Delivery and list what proof is
missing. You still decide.

No new coach platform required for this win.

A tool will not save a brief that still says “get me more clients” with no stage.

07 S OFT BRIDGE

Better experts still need a true problem. Name the stage before you write another check. Finder
first: the Bottleneck Finder. Soft next steps on the hub.

1. 

2. 

3. 

4. 

5. 

• 

• 

• 

• 
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05
01 T HE WRONG PROBLEM

“I need more calls. More DMs. More stuff on the calendar.”

If you sell through conversations, an empty week feels like death. More booked calls. More inbound.
More follow-ups. Activity looks like oxygen.

It feels logical. Booked conversations are closer to cash than views. So when money stalls, you push for
more of them.

02 W HY IT FEELS TRUE

For a lot of operators, the sale happens on a call or in a DM thread. That model is not broken by default.
High-ticket and mid-ticket diagnosis work often needs a human conversation. Respect that.

When cash is thin, “fill the calendar” is the lever you can see. You have traffic. The gap feels like viewing
to talking. The reflex stack is predictable: post more, ManyChat, comment bots, ads, a setter, a sales
team.

Busy calendars feel like progress. Empty calendars feel like failure. The brain rarely asks whether the
last ten conversations should have paid.

03 W HAT IT ACTUALLY IS

Booked is not paid.

More calls and DMs are a Leads-volume instinct. The stuck stage is often Offer (friction in the pitch,
ticket, positioning, who you let on the call) or Delivery (you cannot take more clients without quality
collapsing, so you unconsciously stall closes).

Often it is positioning. Dan Kennedy warned about freebie seekers and time vampires for a reason.
Low-status marketing attracts low-quality buyers. Proof makes selling easier. Jay Abraham’s
preeminence idea is the opposite of begging for a slot on someone’s calendar: you become the obvious
choice so the conversation starts warmer.

Activity without a close pattern is motion. If people show up and do not buy, more volume multiplies the
same no. If they buy and then refund, churn, or burn you out, you have a Delivery constraint wearing a
“need more sales calls” mask.

This is not “calls are bad.” Plenty of good businesses sell on calls. The point is: more calendar activity is
not a diagnosis. It is a symptom you can buy more of while the real stage stays stuck.

04 S TORY

A business I worked with had professional athletes building audiences as vloggers. Fans bought merch.
That is a fine business. It is not the same business as students buying education, products, services,
and retreats.

C HAPTER 05 · THE WRONG PROBLEM

“I need more calls / DMs”
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When they repositioned as coaches (same faces, different status and ask), the merch still grew, and an
annual membership launched at $7,982 and renewed yearly. The YouTube-to-membership funnel
worked because the positioning matched who they wanted in the room. More DMs from “cool fan”
energy would have filled the calendar with the wrong conversations.

Another consultant kept complaining the calendar was too light. They added a second booking link and
a setter. Booked calls doubled. Revenue barely moved. Scoring the last ten conversations showed no-
shows, “need to think,” price objections that were really avatar mismatches, and one yes that stalled in
onboarding because Delivery was already overloaded. More activity would have made the mess louder.

05 O NE-DAY WIN

Do not open more booking slots today. Do this instead.

Positioning audit (stranger eyes):

Open your profile, about page, last three pieces of content, and booking / apply page like you
have never met yourself.

Mark each: premium or cheap? Proof present or vibes only? Inviting or begging? Attracting
buyers or freebie seekers?

Take your last 10 calls or serious DM sales threads. Mark each: paid / no / ghost (or no-show).
Note where the drop happened: show-up, pitch, follow-up, delivery.

Write one sentence: Is my problem volume of conversations, or how I look and what happens
inside them?

That sentence is the win. If most are “no” at pitch, stop buying more calendar. If yes turns into
Delivery pain, stop selling harder into a full plate.

Optional: use the Bottleneck Finder to label the stage before you hire a setter.

06 T OOLS

Spreadsheet or CRM notes: none required beyond what you already use.

Pipeline / calendar clarity we use: GoHighLevel if you already track conversations there. Not
required to start.

AI does it: paste anonymized outcomes of the last ten and ask for the dominant drop stage. You still
decide.

No new dialer. No “book more calls” software for this win.

If you sell on calls and that works when the stage is right, keep selling on calls. Just stop confusing
“more booked” with “diagnosed.”

07 S OFT BRIDGE

More calendar is not the same as more cash. Name where the last ten died. Finder first: the 
Bottleneck Finder. Soft next steps on the hub.

1. 

2. 

3. 

4. 

• 

• 

• 

• 
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06
01 T HE WRONG PROBLEM

“I’m stuck. Content works. Money doesn’t. I don’t know which of those fixes to chase.”

This is the honest chapter. Views, hooks, ads, experts, calls: none of them feel cleanly true, or all of them
feel a little true. You are busy. You are not broke in attention. Cash is still stuck.

It feels like you need a map, not another tip.

02 W HY IT FEELS TRUE

When several wrong problems fit halfway, operators collect tactics. A little more posting. A little more
funnel. A little more outreach. The calendar fills. The scoreboard stays muddy.

“I don’t know” is uncomfortable, so the market sells certainty: this one play, this one tool, this one hire.
Certainty without a stage name is just branded guessing.

If content already works and money does not, you are past “make more content” as the first answer. You
need the real map.

03 W HAT IT ACTUALLY IS

The real map is three stages:

0 1 · LEADS

Can the right people find
you and raise their hand? →

0 2 · OFFER

Can the right person say
yes to the right thing at the
right ticket through a clear
entry?

→

0 3 · DELIVERY

Can you fulfill, retain, and
not choke when yes shows
up?

Pain in one stage often shows up as another. Weak Offer looks like “we need more leads.” Weak
Delivery looks like “sales are hard” (you stop closing because you cannot take more). Wrong-fit Leads
look like “our funnel is broken.”

Fix order is simple and hard: find one bottleneck, fix it, find the next. A sequence that works for a lot of
content businesses once you stop guessing: tighten leads capture, then conversions, then email
funnels, then traffic. Once the backend is dialed, go after the highest-leverage traffic for your model.
Named conversion gifts and traffic pointers live on the hub and in Resources. Not before diagnosis.

This chapter is not a new tactic PDF. It is the consolidation: stop arguing with symptoms. Name the
stage.

C HAPTER 06 · THE WRONG PROBLEM

“I’m stuck and I don’t know
which”
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04 S TORY

Most of the operators who eventually get unstuck did not need a secret platform. They needed
someone (or a hard worksheet) to stop them from treating every pain as a Leads problem.

One pattern we see on repeat: channel healthy, list growing, applications thin or low-quality, founder
convinced they need more reach. Thirty minutes with a stage map and the answer flips to Offer.
Another pattern: closes are fine until fulfillment slips, then the founder “randomly” struggles to sell.
That is Delivery talking through a sales mouth.

And then there is the boring win that looks like a traffic miracle after the fact.

On a channel we run, the backend was already solid. AI reviewed metadata across hundreds of videos.
Four strong videos had weak SEO. We made “over 40” style tweaks. Those videos were up 30-54% in a
week. This month, from those changes, leads went from roughly 20-40 a day to over 200 a day. That
only worked because Offer and Delivery could catch what Leads produced. Same tweaks on a leaking
backend would have been a louder leak.

D AILY NEW LEADS · ANONYMIZED REDRAW

Roughly 20 to 40 leads a day became 200+ a day, because Offer and Delivery could catch what Leads produced.

The map does not flatter you. It just stops the wrong spend.

05 O NE-DAY WIN

Complete The Bottleneck Finder.

That is the whole win for this chapter. Not a new content plan. Not a funnel rebuild.

Open the Bottleneck Finder.

Answer it honestly with the last 30-90 days in mind.

Write the stage it names on a sticky note where you plan work: Leads or Offer or Delivery.

If the Finder and your gut disagree, trust the evidence the Finder forced you to list, then re-read
the chapter that matches your old belief and notice where you were arguing with the scoreboard.

0

100

200

Before the SEO tweaks About a month later

1. 

2. 

3. 

THE WRONG PROBLEM · CH 06 18

BOTTLENECK BREAKDOWN · v3.1 · 2026-09-21 · FREE FIELD GUIDE

https://bottleneckbreakdown.com/guides#finder
https://bottleneckbreakdown.com/guides#finder


06 T OOLS

The Finder itself: required for this win. Link above.

Notes to capture the stage name: none fancy required.

AI does it: you can summarize your Finder answers into one paragraph for your team. The Finder still
leads.

No new SaaS required to name the stage.

07 S OFT BRIDGE

• 

• 

• 

• 
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You do not need every play in the catalog. You need the first stuck stage, one stop-doing from the chapter
that matched your old belief, and a short feedback loop.

A clean order of attention once the Finder has spoken:

If you cannot fulfill, stop pouring Leads into Delivery pain.

If the Offer cannot convert the right person, more Leads is expensive theater.

If Offer and Delivery are sound and the right people cannot find you, then Leads volume is the real job.

Pick one stage. Kill one vanity project this week. Calendar a 15-minute check in seven days: did the stop-
doing hold, did any number on that stage move, what is the single next action?

Where to go next

Diagnose: Bottleneck Finder. Names Leads / Offer / Delivery.

Free community: Bottleneck Breakdown Community on Skool - a free room for creators whose content
works but revenue is stuck.

Wrong problem named first. Stage second. Help third if you want it.

Useful teachers and frameworks behind these chapters (credits, not a reading list you must finish):

Russell Brunson - funnels, Perfect Webinar,
evergreen attention into a door

Jay Abraham - preeminence; make it easy to work
with you

Tim Ferriss - reduce cognitive load for the stranger on
the other side

Tony Robbins - unfinished business with yourself
shows up in the business

Eliyahu Goldratt - the bottleneck; more upstream
work does not fix the constraint

Jon McNeill / Russell Ackoff - systems thinking;
treating symptoms as causes

Sam Ovens - diagnose before you hire; interview until
the pattern is clear

EOS / Scaling Up - useful operating systems; still not
a substitute for a true stage name

Dan Kennedy - freebie seekers, time vampires, status
in the market

Demartini, David Allen, Tony Robbins, Scott Adams
- areas of life as a system (see bonus)

Chase Hughes - reward mapping and behavior (see
bonus)

What I added was putting the pieces next to each other, running them on our own work, and watching what
happened when the diagnosis was right versus expensive.

1. 

2. 

3. 

1. 

2.

3.

4. 

C REDIT WHERE IT’S DUE

Where I Learned This
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• 
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• 

• 

• 

• 
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B ONUS CHAPTER

Recalibrate
First
Life clarity so you can get business clarity.



Temet nosce. Know thyself.
Your business should serve you. You cannot build that deliberately until you know what “serve you”
means.

This bonus is here because a business is supposed to serve a life. If you have never decided what that
life is, every business improvement can become another way to run faster in a direction you do not
want. This is about life clarity so you can get business clarity. It is not a chapter about growing your
channel.

This section is a synthesis of imperfect tools. It is not a claim that one personality system explains a
human being. It is a short reset you can run in a couple of hours whenever you feel off, disconnected, or
tempted to copy somebody else’s version of success.

The point is deliberate programming. Not manipulation of other people. Programming yourself toward
a deeply fulfilling life by putting the desired future in front of your brain often enough that the small
decisions start to point in the same direction.

Lovingly brainwash yourself toward that life.

You may hate that sentence. Keep it. You are already being conditioned by your feed, your
environment, your old habits, and other people’s definitions of winning. The choice is whether you do
some of the conditioning on purpose.

1
Human Design

2
Two futures

3
Areas of life

4
Milestones

5
Old habits

6
New habits

7
Dopamine map

8
Environment

1 Human Design as a useful label

A burned-out YouTuber who had made millions described how his marketing changed after he
encountered Human Design. The interesting part was not whether the system could survive a scientific
argument. The interesting part was that a label gave him permission to stop forcing a style of work that
did not fit him.

You do not need to believe Human Design for this exercise. Ask a smaller question: Is this useful?

Get your chart from a service you trust and take a screenshot. Read the description lightly. Notice what
feels accurate, what feels inaccurate, and what gives you language for a pattern you have been unable
to explain. Treat it like a jar with a label on it. The label is not the jar. It simply gives you a handle for
looking at what is inside.

Use the exercise on yourself first. You can also use the language as a conversation starter with a
spouse, your kids, or a client, but do not turn a label into a box. No chart should be used to tell another
person what they are allowed to become.

The value is noticing your natural way of making decisions, working, recovering, and communicating. If
the description helps you design a better week, keep the useful part. If it does not, put it down.
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2 Paint two futures

The brain needs contrast. A pleasant future described in vague words is easy to postpone. A painful
future that is never made concrete is easy to ignore.

Write two scenes dated far enough into the future that your current choices have time to compound. In
the first, describe the life you would be proud to inhabit. Where do you live? What does an ordinary
Tuesday feel like? Who has access to you? What work do you do, and what work no longer belongs to
you? How does money arrive? What is your body capable of? What do the people you love experience
because you built this life?

Then write the bad future. Do not use it to shame yourself. Use it to create a clear consequence for
continuing the same pattern. If you keep saying yes to everything, what does your calendar become? If
your health stays last, what does your energy look like? If the business cannot operate without you,
what happens when you need to step away?

Use specific, sensory language. Your brain is better at moving toward a scene than toward a slogan.

3 Name the areas of life

Different teachers use different labels, but Demartini, David Allen, Tony Robbins, Scott Adams, and
many others point toward the same idea: life is a system of areas that compete for attention.

Use seven broad areas if you need a starting point:

Health and energy.

Family and close relationships.

Work and contribution.

Money and resources.

Learning and growth.

Community and service.

Play, adventure, and spiritual meaning.

For each area, write what the good future looks like and what the bad future looks like. Use powerful
language for the good future and painful, honest language for the bad one. You are not writing a vision-
board caption. You are making the tradeoffs visible.

A business goal that destroys your marriage is not a complete success. A peaceful life that leaves you
unable to support your obligations is not a complete plan either. The areas help you see the whole
system before one area takes over the definition of winning.

1. 

2. 

3. 

4. 

5. 

6. 

7. 
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W ORKSHEET · TWO FUTURES BY AREA

AREA GOOD FUTURE BAD FUTURE

Health and energy

Family and close relationships

Work and contribution

Money and resources

Learning and growth

Community and service

Play, adventure, and spiritual
meaning

4 Turn futures into milestones

Goals are for losers when they are wishes without a system. Systems win because they tell you what to
do repeatedly. But systems still need direction, and direction comes from milestones.

Write one milestone for each area. A milestone is not “be healthier” or “make more money.” It is a
concrete marker that would tell you the area is moving: complete a medical checkup and train three
times a week; spend one protected evening with family; reach a revenue number with a defined margin;
finish a course and use the skill in a project.

Do not make every milestone an achievement badge. Some should be boundaries: no calls after a
certain hour, no work on a protected day, no business commitment that requires hiding from your
family. A milestone can mark what you will stop tolerating.

5 Follow old habits forward

List the habits that are not working. Be specific and unflattering without being cruel. Scrolling in bed.
Saying yes before checking your calendar. Taking every client. Avoiding the sales ask by making more
content. Eating in a way that leaves you exhausted. Checking revenue before you have done the work
that creates it.

For each habit, follow the path twenty or thirty years forward. What does the habit become when it
compounds? What does it do to your body, relationships, money, confidence, and options? Do not stop
at the first consequence. The point is to make the long-term cost emotionally real enough that the
short-term reward loses some of its power.

This is not a prediction. It is a way of making a hidden direction visible.
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6 Install new habits at a tiny size

Pair one tiny habit with each milestone. Make the first version too small to fail: put on walking shoes
after coffee; write one sentence before opening messages; ask one clear sales question; review the
family calendar before accepting work; move one dollar into a future account.

Small habits create evidence. Evidence changes identity. When you repeatedly do the thing, you stop
needing a motivational speech to believe you are the kind of person who does it.

Stack the habit onto something already reliable. After brushing your teeth, write tomorrow’s first action.
After closing the laptop, put the phone in another room. After a sale, record the delivery handoff before
celebrating. The behavior should be attached to a cue, not left floating in the future.

7 Map the dopamine

Chase Hughes writes about the importance of understanding the rewards that shape behavior. You can
make this practical by mapping the dopamine in your current day.

Start with the old habits. What reward do they provide immediately? Scrolling may provide novelty.
Avoiding the ask may provide relief. Overworking may provide the temporary feeling of control. Naming
the reward explains why a habit survives even when you hate its consequences.

Then map the new habits. Give yourself a hundred dopamine points to distribute across a day. Where
does the reward currently go? Where do you want it to go? Find a satisfying part of the new behavior
instead of relying only on delayed benefits. Make the walk social. Make the writing visible. Celebrate the
clean handoff. Let a completed sales conversation feel like service rather than threat.

You are not trying to remove pleasure. You are trying to move pleasure toward the future you said you
wanted.

W ORKSHEET · DOPAMINE MAP · 100 POINTS A DAY

Plot old habits first, then new ones. Top = done rarely, bottom = done often. Move points to the right.

8 Program the environment

Willpower is a weak substitute for design. Change the space around you.

OLD HABITS · NOT WORKING NEW HABITS · GETTING RESULTS
RARELY

OFTEN
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Put reminders of both futures where you will see them. Keep the good future visible enough to make
the next small action attractive. Keep the bad future visible enough to make the old habit expensive.
Use photographs, written scenes, calendar boundaries, and objects that carry meaning.

Do not use body shaming as environmental programming. Shame may create a burst of movement,
but it is a poor foundation for a fulfilling life. Use respect, specificity, and consequence. Design the
kitchen, desk, phone, and calendar so the desired behavior is easier to begin.

The reset is complete when the future is no longer an abstract idea. You have a chart or label to test,
two contrasted futures, seven areas, milestones, tiny habits, mapped rewards, and an environment that
repeats the message.

None of this needs to be perfect. Rerun it when your life changes. A new child, a move, a health event, a
different business model, or a season of grief can change the design. The point is to create a snowball
rolling downhill toward the future you chose, rather than letting old defaults choose it for you.

When you are ready, go back to the belief check and name the business problem that is actually
loudest. Life first. Then the stage. Then the next useful action.
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Wrong problem named first.
Stage second. Help third if
you want it.

BOTTLENECK FINDER
Name Leads, Offer, or Delivery
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