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Introduction
Unpredictable revenue is expensive. It costs you sleep, forces bad hiring and inventory
decisions, and keeps you reacting instead of leading. One great month makes you
bold; the next thin month makes you slash budgets and discount just to make payroll.
The pattern repeats until the business feels like a roller coaster you can’t get off. If
that sounds familiar, you’re not alone. Most small businesses operate on hope and
hustle, not on a designed system. Hope is not a strategy, and hustle without a plan
burns people out.

Traditional growth advice rarely helps. Enterprise playbooks assume big teams, large
budgets, and months-long buying cycles. “Spend more on ads,” “hire a VP of Sales,”
or “run a massive rebrand” are not realistic moves for a five-person shop or a solo
founder. On the other side, internet “growth hacks” promise instant results but rarely
compound. They spike numbers, then fade. Endless discounting trains customers to
wait for sales. Complex funnels become chores no one maintains. The result is the
same: inconsistent revenue and no repeatable way to fix it.

This book offers a different path: design revenue on purpose. Revenue by Design is a
practical system that ties together what actually drives predictability for small
businesses: the right offer, the right channel, consistent conversion, reliable delivery,
sound economics, and tight measurement. Here’s the framework at a glance:

Offer: What you sell and why it’s clearly valuable to a specific customer.
Channel: Where those customers reliably discover and consider you.
Conversion: How interested people become paying customers without drama
or discounting.
Delivery: How you fulfill with quality and profit so customers return and refer.
Economics: How pricing, margins, and cash flow support growth instead of
starving it.
Measurement: A simple dashboard that turns guesses into decisions.

This is a hands-on playbook. You’ll find frameworks, checklists, templates, and short
case studies you can copy and adapt the same day. Each chapter begins with a real
example or data point, introduces a clear model, and then gives you 3–6 tactical steps.
You’ll end every chapter with a 30–90 minute action, a “What Good Looks Like”
snapshot, and a concise checklist. Along the way, watch for two callouts designed to
save you time:

Quick Templates: Plug-and-play outlines you can drop into your docs or tools.
Red Flags: Common mistakes that derail small teams and how to avoid them.

By the time you finish, you will have a working revenue blueprint—on one
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page—backed by a small set of lead engines, a simple sales process, and a pricing
approach that improves margins instead of eroding them. You’ll know your unit
economics (CAC, LTV, and payback), operate with a light but effective tool stack, and
run a weekly rhythm that keeps experiments moving. You won’t need a big team or a
big budget, just a commitment to small, compounding improvements.

Why does this system work for small businesses? Because it’s built for constraints. A
neighborhood coffee shop can’t outspend national chains, but it can package a
monthly “locals” subscription, partner with nearby offices for standing orders, and
systematize reviews to drive local SEO. A boutique design studio can shift from vague
hourly billing to three value-based packages, add a “discovery sprint” entry offer, and
maintain a simple pipeline with two weekly outreach blocks. A niche SaaS with fewer
than 50 employees can focus on one distribution partner, instrument a two-step trial-
to-paid funnel, and run monthly pricing reviews that steadily raise ARPU. Different
businesses, same playbook: design the revenue system, then operate it.

Here’s what you’ll be able to do after reading:

Map your current model on one page—offers, customers, channels, and
margins.
Choose two to three lead engines you can run consistently without heavy
spend.
Build a simple outreach and sales cadence that any founder or small team can
follow.
Price with confidence using tiers, anchors, and guardrails that protect margin.
Deliver with quality through lightweight SOPs so growth doesn’t break
fulfillment.
Track a handful of metrics (not 40) that tell you what to fix this week.

To get the most from this book, make this 3-step commitment before you start: 1) Map
your current model. In Chapter 1, you’ll complete a one-page revenue blueprint. Block
60 minutes on your calendar this week to do it. 2) Run three quick experiments. In
Parts II and III, you’ll test one channel tweak, one conversion change, and one pricing
move. Budget two weeks for each; expect small but measurable lifts. 3) Build the
measurement dashboard. In Part V, you’ll assemble a simple KPI view that fits on one
screen: MRR/Revenue, CAC, LTV, conversion rates, churn/retention, and payback.
Review it weekly.

How to use this book: move in order the first time so the pieces fit. The Foundations
section helps you understand what you already have and what must change.
Acquisition and Conversion give you predictable lead flow and a no-drama sales
process. Delivery & Operations ensure growth doesn’t crush your team or your
reputation. Scale, Finance & Governance set the cadence, cash discipline, and policies
that reduce surprises. If you’re already strong in one area, skim and then double down
on your weakest link—that’s where the fastest gains live.
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A note on mindset: predictable revenue is a design problem, not a charisma problem.
You don’t need to be a natural salesperson or a spreadsheet wizard. You need clear
offers, a few reliable channels, and the discipline to run small tests every week. Think
like a product manager for your business model: define a hypothesis, ship a tiny
change, measure, and keep what works. The compounding effect of a 5–10%
improvement across offers, channels, and pricing is far greater than gambling on a
single silver bullet.

Finally, a promise. This book won’t ask you to chase vanity metrics or adopt enterprise
processes. It will ask you to do the work: to write down your model, pick a few levers,
test them, and review results on a simple dashboard. If you stick with the cadence,
your revenue will smooth out, your margins will improve, and you’ll make higher-
quality decisions with less stress. Turn the page, and let’s start by mapping what you
have—so we can design what you want.
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CHAPTER ONE: Map Your Model: The One-Page
Revenue Blueprint
Last year, I met a bakery owner in Denver named Elena. She had six employees, a
loyal morning crowd, and a side hustle doing corporate catering that felt more like a
side headache. Her revenue swung by 40% month to month, and she kept opening
new revenue lines—custom cakes, a small retail shelf for local jams, weekend
classes—to smooth the volatility. Every new line brought complexity: new suppliers,
new skills to teach, new marketing to manage. When I asked what her most profitable
offer was, she paused and said, “Honestly, I think it’s the coffee. But the catering is
bigger. I’m not sure.” She was working harder than ever and still felt like the business
owned her.

A month earlier, I’d spoken with a solo SaaS founder in Austin who had built a niche
scheduling tool. He had 300 users, a dozen of them paying, and a beta feature he was
sure would unlock bigger accounts. His customer base was a mix of solo consultants,
small agencies, and one dental practice he’d added after a random support email. He
poured hours into new features and chased guest-post opportunities for traffic. When
we looked under the hood, his customer acquisition cost was buried in his time, and he
had no idea which user type was paying for his kid’s braces. He wasn’t short on ideas;
he was short on clarity.

In both cases, the problem wasn’t effort. It was design. Without a clear map of what
they sold, who they sold to, how they got paid, and where profit actually came from,
every new decision compounded confusion. Revenue looked like a messy drawer—full
of stuff, but nothing in the right place. The fix wasn’t a clever hack or a new ad
campaign. It was a simple one-page blueprint that turned the chaos into a picture they
could read.

A one-page revenue blueprint is a snapshot of the mechanics that drive your business.
It forces you to name the offers that actually make money, identify the customer types
who buy them consistently, and list the channels that bring those customers to your
door. It also reveals your unit economics at a glance, so you know whether your
margins are fuel for growth or just thin ice. The point is not perfection; it’s clarity. If
you can see it on one page, you can improve it. If you can’t, you’ll keep adjusting the
wrong levers.

Why one page? Because multi-page business plans get dusty. A single page fits on the
wall above your desk. It can be the agenda for a weekly review and the filter for new
ideas. It’s the tool that helps you say no to distractions that don’t fit the model. When
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you can write down your core offer, your best customer, your lead engine, and your
margins in ten bullet points, you’ve already done the hardest part of growth work:
choosing what to focus on.

The blueprint we’ll build together has six parts:

Offers: The two to four things you sell that account for 80% of revenue.
Customers: The two or three types of buyers you serve best and profit from
most.
Channels: The two or three ways customers discover and evaluate you right
now.
Margins: A rough view of your average gross margin and contribution margin.
Economics: A simple CAC, LTV, and payback estimate for your core offer.
Constraints: The two or three bottlenecks limiting growth today.

Before you build it, let’s be honest about what usually happens. Most business owners
avoid mapping because it feels like accounting homework. They tell themselves it’s
too complex or that the business is too “different” to fit on one page. Others map in a
spreadsheet and get lost in detail. Some fill a page with goals and tactics but forget to
include the actual offers and unit economics. The result is a plan that looks busy but
doesn’t help make decisions.

Here’s the mindset shift: treat this map like a product design, not a financial
statement. You’re designing a machine that turns attention into cash reliably. Every
part has a purpose, and the parts must work together. If one piece is vague—like
“marketing” without a named channel—the machine won’t run. If the offers are
scattered, the machine jams. The blueprint won’t forgive vagueness, and that’s its
superpower.

The map also reveals leverage. In Elena’s bakery, the blueprint showed that coffee
had the highest contribution margin, not the custom cakes. The corporate catering
had big checks but long sales cycles and unpredictable cash flow. The retail shelf had
low margins and slow turns. Her new plan focused on turning the morning coffee
crowd into a subscription and creating a simple catering package for local offices she
already served. The classes moved to quarterly events that complemented the coffee
rather than competing with her time. The drawer got organized.

For the SaaS founder, the blueprint exposed that solo consultants were the only
segment renewing without hand-holding. Agencies churned because they needed
features the tool didn’t have. The dental practice was a one-off outlier. He doubled
down on consultants, rewrote his website to speak their language, and built a
lightweight onboarding that delivered value in five minutes instead of five days. The
beta feature was shelved. His MRR grew steadily, and he stopped feeling like he
needed to chase every new idea.
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Here’s how to build your blueprint in the next 60 minutes. First, list all active offers
and rank them by revenue over the last 90 days. Keep it simple: if you bill hourly, list
the three most common projects or services. If you sell products, list the SKUs or
bundles that move. If you have subscriptions, list tiers. Next, write down every
customer type you serve, then mark which ones have paid you in the last 90 days. The
goal is to get honest about who actually buys, not who you wish would buy. Then,
write where those customers found you. A “channel” is a named source: a Google
search, a referral from a specific partner, a trade show, Instagram DMs, a
marketplace. If you can’t name it, it’s not a channel yet.

Now for the numbers. Pick your most representative sale last month and walk it
backward: revenue minus direct costs equals gross profit. Divide gross profit by
revenue to get gross margin. For contribution margin, subtract any variable costs that
come with serving one more customer. Finally, estimate your customer acquisition
cost by dividing your last three months of marketing and sales costs by the number of
new customers acquired in that period. If you’re a founder doing everything, your time
counts as a cost. Be generous with your salary or hourly rate. LTV is simply your
average revenue per customer times average months of retention, multiplied by gross
margin. The goal is not precision; it’s direction.

If these terms feel new, don’t panic. The numbers you write today can be rough, as
long as they’re honest. A rough CAC of 150 dollars and an LTV of 200 dollars tells you
something important: you’re losing money on most customers. A CAC of 200 dollars
and an LTV of 2,000 dollars tells a different story: you can afford to grow. The
blueprint shows whether the economics support the plan, and whether the plan
deserves your next quarter.

A small design studio we worked with had three offer buckets: hourly design, project-
based branding, and a new “strategy sprint” product. Their customers were an even
mix of startups and established local businesses. Their main channel was word of
mouth, though a handful of leads came from Instagram. We mapped it quickly and
found the strategy sprint had a 70% gross margin and a four-day delivery cycle, while
the branding projects had a 45% margin and an average six-week timeline. Instagram
brought in curiosity; referrals brought in paying clients. They stopped pushing
Instagram and asked every happy client for a referral. They built a one-page case
study for each sprint. The pipeline filled predictably with fewer leads but better fit.

A neighborhood HVAC contractor had a similar moment. His main offers were
emergency repair and seasonal maintenance plans. Most new customers came from
Google Ads and a local property management partnership. When we mapped the
model, the maintenance plans had a tiny acquisition cost—most came from flyer drops
at partner buildings—and a high renewal rate. The emergency repair calls were
expensive to win and unpredictable. He shifted half his ad budget to selling
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maintenance plans through the partnership. Within two months, his cash flow
stabilized, and he reduced the number of late-night calls he hated.

To make this as fast as possible, use this quick prompt as you sketch:

Offer: Name it and write the price.
Customer: Name the type and their situation.
Channel: Name the source and how many leads it produced last month.
Margin: Write your best estimate of gross margin for the offer.
Economics: Write your rough CAC and LTV for that customer type.
Constraint: Name the one thing slowing you down right now.

Here’s an example of a filled blueprint for a small B2B consultancy that trains sales
teams:

 Offer: 2-day onsite sales training, $15,000. Customers: Mid-market B2B companies
(50–250 employees) with small sales teams. Channels: Referrals from former clients (3
leads/month), LinkedIn outreach (2 leads/month), guest podcast appearances (1
lead/month). Margin: 55% gross margin (trainer time, travel, materials). Economics:
CAC ~$1,500 (founder time + travel), LTV ~$30,000 (average 2 repeat bookings),
payback immediate upon first engagement. Constraint: Founder bandwidth limits
outreach to 4 hours/week. 

Notice how this single view makes decisions obvious. They can double down on
referral generation by systematizing ask scripts and building a simple case study.
They can test a one-day entry option to increase conversion. They can hire an
operations person to free up the founder’s outreach time. The map is the machine’s
user manual.

For product businesses, the blueprint is similar. A direct-to-consumer brand might list
three SKUs, identify two customer types (gift buyers and repeat users), and list
channels like organic Instagram, Google Shopping, and Amazon. The margin line
would account for product cost, packaging, and shipping. The economics would blend
CAC from ad spend and time, and LTV based on repeat purchase rate. The constraint
might be inventory risk or rising ad costs. Once visible, the team can prioritize email
flows to increase repeat purchases and negotiate better shipping rates rather than
launching a fourth SKU.

If you’re in a marketplace or hybrid model, you still benefit. A small event production
company that rents gear and sells design services can list each as a separate offer,
identify venue managers as one customer type and brands as another, and track
channels like venue referrals versus inbound RFPs. The blueprint clarifies where to
spend relationship time and which offer has the margin to support the overhead of
rentals.
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Before you start writing, a word on honesty. A healthy blueprint shows both strengths
and weak spots. If your CAC is higher than LTV, that’s not a moral failing—it’s design
feedback. If one channel dominates but is drying up, that’s a risk to name. If your main
offer is low margin but high volume, that’s a constraint to plan around. The goal isn’t
to make the business look good on paper; it’s to make it easy to improve in real life.

Now let’s get to the concrete steps to create your blueprint. I recommend you do this
with a blank document or a whiteboard and stick to text at first. You can make it fancy
later. The magic is in the clarity, not the formatting. Set a timer for 60 minutes and
move forward without polishing.

Step 1: List your offers and rank by revenue. For each, write the price, a one-sentence
description of what the customer gets, and your best estimate of gross margin. If you
don’t know the margin, write the direct costs for one typical sale.

Step 2: List your customer types. For each, write who they are, how they buy, and how
many you served in the last 90 days. Mark which type brings the best profit and which
causes the most headaches.

Step 3: List your channels. For each, write how many leads and customers came
through in the last 90 days and roughly what you spent (time and money) to generate
them. If you don’t know, estimate.

Step 4: Choose one core offer and one core customer to focus on for the next quarter.
This will be the engine you tune first. It should be the offer and customer pair with the
best combination of margin, demand, and repeatability.

Step 5: Write your economics for that core pair: gross margin, average revenue per
customer, expected retention months, rough CAC, and payback period. If retention is
unknown, guess conservatively.

Step 6: Name your top two constraints. What is the single bottleneck slowing leads,
sales, or delivery? Where do deals stall? What do you run out of first: time, cash, or
capacity?

Step 7: Assemble the one-page blueprint. Use this simple structure:

Offers: Names, prices, margins.
Customers: Types, 90-day count, profitability notes.
Channels: Names, leads/customers, cost.
Core Pair: The offer and customer you’ll focus on.
Key Metrics: Gross margin, CAC, LTV, payback.
Constraints: Bottlenecks to solve next.

If you prefer a visual, sketch a small flow: Customers enter via Channels, choose an
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Offer, and generate Margin and Economics. Put Constraints underneath as a reminder
of what to fix. The point is a single page you can read in ten seconds and update
monthly.

Here’s how you’ll know it’s good enough. You can read the page to a peer and they
can tell you, in their words, what your business is, who it’s for, how it makes money,
and what’s in the way. If they can’t, it’s too vague. If they can but they ask about
details you don’t have, that’s your next measurement project. If they can and their
next question is “Have you tried X?” and you can immediately say whether X fits your
model, you’re done.

Common mistakes to avoid while you build it:

Don’t list every offer you’ve ever sold. Keep it to the ones that drove revenue
in the last quarter.
Don’t use channels like “online” or “marketing.” Name the specific source.
Don’t hide bad margins behind “we’ll make it up in volume.” Write the real
number.
Don’t ignore your own time. If you’re doing the work, your hours are a cost.
Don’t let the format matter more than the truth. Plain text is fine.

If you run a seasonal business, add a seasonality note to the blueprint. If you have a
long sales cycle, note the average time from first touch to close. If your revenue is
lumpy due to big one-off deals, call that out as a constraint. The blueprint is a living
document, not a verdict. You’ll revisit it every month and refine it as you run
experiments.

To make this even easier, here’s a compact template you can copy into a document
and fill in. Keep it short and specific:

 OFFERS: 1) [Name] - Price: [amount] - Margin: [percent] - One-line value: [what
customer gets] 2) [Name] - Price: [amount] - Margin: [percent] - One-line value: [what
customer gets] 3) [Name] - Price: [amount] - Margin: [percent] - One-line value: [what
customer gets]

CUSTOMERS: 1) [Type] - 90-day count: [number] - Notes: [profit/fit] 2) [Type] - 90-day
count: [number] - Notes: [profit/fit]

CHANNELS: 1) [Name] - Leads: [number] - Customers: [number] - Cost: [time/money]
2) [Name] - Leads: [number] - Customers: [number] - Cost: [time/money]

CORE FOCUS: Offer: [Name] | Customer: [Type]

ECONOMICS: Gross Margin: [percent] | CAC: [amount] | LTV: [amount] | Payback:
[months]
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CONSTRAINTS: 1) [Bottleneck] 2) [Bottleneck] 

Here’s a quick example filled in for a micro-SaaS with two plans:

 OFFERS: 1) Basic Plan - Price: $19/mo - Margin: 85% - One-line value: Solo pros
schedule 50% faster 2) Team Plan - Price: $49/mo - Margin: 80% - One-line value:
Small teams manage client bookings 3) Add-on: Priority Support - Price: $29/mo -
Margin: 90% - One-line value: Fast response and setup

CUSTOMERS: 1) Solo consultants - 90-day count: 120 - Notes: High retention, low
support 2) Small agencies - 90-day count: 30 - Notes: Churn risk due to feature gap

CHANNELS: 1) Organic search - Leads: 90 - Customers: 12 - Cost: 10 hrs
content/month 2) Partner referrals - Leads: 15 - Customers: 6 - Cost: $0, 2 hrs
outreach/week

CORE FOCUS: Offer: Basic Plan | Customer: Solo consultants

ECONOMICS: Gross Margin: 85% | CAC: $25 | LTV: $180 | Payback: 1 month

CONSTRAINTS: 1) Slow onboarding - time to value too long 2) No clear referral
program 

This blueprint is now a decision tool. It says to double down on organic search and
referral programs, to keep selling Basic Plan to solo consultants, and to fix onboarding
first. The Team Plan can wait until the agency churn problem is solved. The support
add-on can be offered later to existing happy customers. The business becomes
simpler, and predictability starts to emerge.

You might wonder if this is too simple. It is simple by design. Most small businesses
don’t need a fifty-tab financial model; they need to know which two or three levers to
pull this week. The one-page blueprint makes it obvious. It’s also a powerful
communication tool. When you hire your first team member, you can hand them this
page. When you talk to an advisor or a lender, you can start here. When you feel lost
or overwhelmed, you can come back to it and remember what the business actually is.

When Elena finished her blueprint, she saw that coffee accounted for 55% of gross
profit but only 35% of revenue. She stopped trying to make custom cakes a big line
and shifted that capacity into a “Coffee + Pastry” subscription that locals could buy
monthly. She built a simple one-sheet for the corporate catering that included a few
fixed packages instead of endless custom quotes. The catering didn’t become her
biggest line, but it became predictable and high margin. She also noticed her retail
shelf was taking space and time for almost no profit and trimmed it. The business
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didn’t get bigger overnight, but it got calmer and more profitable.

The SaaS founder saw a different path. His blueprint highlighted that his current
channel mix didn’t include any outbound. He added a small weekly block for
personalized LinkedIn outreach to consultants who had engaged with his content. It
wasn’t scalable in the enterprise sense, but for his size it was enough to create a
steady drip of trials. He built a two-minute setup checklist that got new users to their
first win fast. His payback period dropped to three weeks, which meant he could afford
to spend more time and money on the one channel that worked.

Here’s your action plan for today. Set a 60-minute block on your calendar and treat it
like a client meeting. Don’t multitask. Pull up your last three months of revenue data.
Open a blank document and use the template above. Fill it in as best you can, using
estimates where numbers are missing. After you finish, read it aloud to yourself or a
co-founder. If you stumble on a section, that’s a signal to refine it. If it reads cleanly,
take a photo and put it where you’ll see it daily. That’s your map. That’s where
predictability starts.

Your action item for this chapter is simple: complete your one-page revenue blueprint.
In the next chapter, we’ll zoom into the numbers that matter most—unit
economics—so you can stress-test your blueprint and find the levers that will actually
move the needle. For now, embrace the simplicity. A clear map doesn’t guarantee
you’ll get where you want to go, but it does guarantee you won’t wander in circles.
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This is a sample preview. Purchase the book to read the full content.

Visit MixCache.com to purchase the complete book.
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