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CHAPTER 01

The Door You Just Opened
Before We Begin
You are reading this because something shifted. Maybe it was a conversation that kept
replaying in your head long after the microphone was off. Maybe it was simpler than that — a
voice note you sent a friend, and the way they texted back: you should really start a podcast.

Or maybe you have been circling the idea for months, waiting for the right moment, the right
equipment, the right expertise. Here is the quiet truth: there is no right moment. There is
only this one.

Podcast Journey is a single HTML file. No server. No subscription. No account. Everything you
type stays on your machine, in your browser, under your control. That matters more than
most onboarding manuals will tell you.

This manual is not an instruction sheet. It is a map drawn by someone who has walked the
trail, circled back, gotten lost, and eventually found the clearing. Use what fits. Ignore
what does not.

The toolkit is organized into four phases — Envision, Design, Produce, and Launch — plus a
handful of tools that do not belong to any phase because they belong to all of them. We will
walk through each, but not in a straight line. Podcasting is not a straight line.

What This Manual Covers
Over the next thirty-odd pages, you will find everything from filling in your first Canvas field
to calculating a twelve-month revenue projection. We will talk about microphones, but we
will also talk about the silence between questions. We will talk about RSS feeds, and we will
talk about why the best podcast description is the one that makes a stranger stop scrolling.

Each chapter opens with the why before the how. If you already know the why, skip ahead. If
you do not, stay. The why is where the good stuff lives.

Let us begin.
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CHAPTER 02

Finding Your Way Around
The Lay of the Land
When you first open Podcast Journey, you will see a dark interface with a sidebar on the left
and a content area on the right. If you have used any modern note-taking or
project-management tool, the layout will feel familiar. If you have not, give it thirty seconds
— it is gentler than it looks.

The Sidebar
The sidebar is your navigation spine. It is divided into five groups:

1.  Envision — Podcast Canvas, Listener Personas, Show Format. This is where you figure
out who you are and who you are talking to.

2.  Design — Episode Planner, Content Tracker, Guest Manager. This is where ideas become
plans.

3.  Produce — Equipment & Setup, Production Workflow, Distribution. This is where plans
become audio files in someone's earbuds.

4.  Launch — Branding & Copy, Monetization, Launch Plan, Growth Strategy. This is where
you tell the world.

5.  Tools — Podcast Stress Test, Podcast Dashboard. These are your reality-check
instruments.

Each group shows a small percentage next to its name. That number rises as you fill in fields
and add items. It is not a grade. It is a compass reading — a gentle nudge that says you
might want to look here next.

Projects & Saving
Everything saves automatically to your browser's local storage. The tiny timestamp in the
bottom-left corner of the sidebar tells you when the last save happened. You can create
multiple projects — one for each podcast idea — and switch between them using the
dropdown at the top of the sidebar.

Local storage is private but fragile. If you clear your browser data, your projects disappear.
Export a JSON backup regularly. It takes two clicks and could save you a week of
heartache.
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Keyboard Shortcuts
Three shortcuts are worth memorizing on day one:

1.  Cmd-K / Ctrl+K — Opens the search overlay. Type any keyword and jump directly to the
relevant panel.

2.  Cmd-Z / Ctrl+Z — Undo. Works across all fields. Up to fifty steps.

3.  Cmd-S / Ctrl+S — Force-save. The auto-save is reliable, but the click of a manual save is
its own small comfort.

Themes
Click the half-moon icon in the sidebar footer to toggle between dark and light mode. Your
preference saves per project. If you are editing at 2 a.m. — and you will be — dark mode is a
kindness to your retinas.
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CHAPTER 03

The Podcast Canvas
Nine Fields, One Identity
The Canvas is a single screen with nine text areas arranged in a grid. Each one asks a
different question about your podcast. Together, they form a portrait — not of what your
show does, but of what it is.

You do not have to fill them in order. You do not have to fill them all at once. But every field
you complete makes the next decision easier, because you will have something to check it
against.

Mission Statement
This is the big one. Why does this podcast exist? Not what it covers — why it matters. A
mission statement is not a tagline; it is a private promise you make to yourself and your
future listeners. Write it badly the first time. Write it again next week. By the third draft, you
will start to hear your own voice in it.

Topic & Niche
"Business" is not a niche. "Bootstrapped SaaS growth stories told by founders who nearly
quit" is a niche. The more specific you are, the easier it becomes to find your people — and
the easier it becomes for them to find you.

Target Listener
Give your listener a face. An age. A commute. A podcast app. What are they listening to right
now, and what is missing from their feed? The clearer you see them, the clearer you will
speak to them.

Unique Angle
Every topic has been covered. No angle has been covered by you. Your angle is not just your
expertise — it is your perspective, your questions, the things you find funny, the things that
keep you up at night.

Tone & Voice
Imagine your podcast is a person at a dinner party. How do they talk? Are they the one
cracking jokes, or the one asking the question that makes the whole table go quiet? Write
that down.
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Format Type
Solo. Interview. Co-hosted. Panel. Narrative. Hybrid. Each format has its own rhythm and its
own demands. Solo shows demand vulnerability. Interview shows demand curiosity. Choose
the one that plays to your strengths, not the one that looks easiest.

Competitive Landscape
Listen to three podcasts that serve your target listener. Really listen — with a notebook
open. What do they do well? Where do they leave gaps? Those gaps are your invitation.

Success Metrics
Downloads are a number. Impact is a feeling. Both matter. Write down what success looks
like at three months, six months, and one year. Be honest. If you want ten thousand
downloads per episode, say so. If you want twenty emails from strangers that say this
changed my week, say that instead.

Episode Cadence
Weekly is the heartbeat of most successful podcasts. Biweekly gives you breathing room.
Daily is a marathon most runners cannot sustain. Choose a cadence you can maintain for
two years, not two months.

The Canvas has a completion ring in the top-left corner. Watch it climb as you fill in fields.
When it hits 100%, your podcast has a skeleton. The flesh comes later — in the episodes,
the edits, the conversations you did not plan.
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CHAPTER 04

Listener Personas
Hearing Before Speaking
A persona is not a demographic. It is a character sketch — someone you can picture sitting
across from you, earbuds in, nodding or frowning.

Podcast Journey gives you five fields per persona: a name or archetype, a description of who
they are, their listening habits, their core frustration, and what they want from your show. Fill
in at least two personas. Three is better. Five is overkill unless you have research to back it
up.

Building a Persona
Start with someone you know. A friend, a colleague, a version of yourself from three years
ago. Give them a name. Describe when and where they listen — on the train, washing
dishes, running. Describe what frustrates them about the podcasts they currently follow.
Then describe the moment they finish your episode and think, that was worth it.

The goal is not accuracy. The goal is specificity. A persona named "Marketing professionals
aged 25-40" is useless. A persona named "Priya, 32, runs paid ads for a DTC brand, listens
on her commute, is tired of podcasts that only talk about B2B" is a person you can design
for.

Your personas will change. That is the point. Revisit them after your first ten episodes. The
listeners who actually showed up may surprise you.



Podcast Journey — Onboarding Manual Offline.Ltd, 2026

9

CHAPTER 05

Designing Your Show
The Architecture of Sound
A podcast episode is a container. The Show Format panel is where you decide what goes
inside it — and in what order.

Episode Structure
Most episodes follow a pattern: hook, introduction, main content, wrap-up, call to action. The
pattern is not a cage. It is a handrail for your listener, who is multitasking and may have
missed your first sentence.

Write your structure as a sequence with rough timings. A thirty-minute interview show might
look like this:

1.  Cold-open hook — 30 seconds of the most compelling moment from the interview.

2.  Theme music and host intro — 60 seconds.

3.  Guest introduction — 2 minutes.

4.  Main conversation — 22 minutes.

5.  Rapid-fire segment — 3 minutes.

6.  Key takeaway and call to action — 90 seconds.

The cold-open hook is the single most important structural decision you will make. It is the
first thing a new listener hears. If it does not make them curious, nothing else matters.

Recurring Segments
Segments give your show texture. A "Tool of the Week" segment. A "Listener Question"
segment. A "Hot Take" segment. They create anticipation — the listener knows it is coming,
and that small predictability is comforting in a medium where everything else is new.

Name your segments something memorable. Not "Q&A" — that is a format, not a name. Try
"The Inbox" or "Ask Me Anything Except That." Let the name carry personality.

Music & Sound Design
Your intro music is your handshake. It should match your tone, not your genre. A technology
podcast can have a warm acoustic intro if the host is warm and acoustic. A comedy podcast
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can have a serious intro if the comedy is dry.

Use royalty-free libraries or commission original music. Document your sources in the Music
& Sound Design Notes field. You will thank yourself when a platform asks for proof of
licensing.
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CHAPTER 04b

Show Format Deep Dive
Choosing the Shape of Your Voice
Before you decide what to say in each episode, you need to decide how to say it. The format
of a podcast is like the architecture of a house — listeners may not consciously notice the
floorplan, but they feel it. A well-chosen format makes content flow naturally. A poorly
chosen one makes every episode feel like pushing furniture uphill.

Solo Shows
The solo show is the loneliest and the most honest format. It is just you, your microphone,
and whatever you have been thinking about. Solo shows demand clarity of thought, because
there is no guest to carry the conversation and no co-host to bounce off. But they also offer
something rare: an unfiltered connection between one voice and one listener.

If you choose solo, write outlines, not scripts. A scripted solo show sounds like a TED talk. An
outlined solo show sounds like a friend explaining something over coffee. The difference is
enormous.

Interview Shows
The interview format is the most popular for a reason — it is endlessly renewable. Every
guest brings new stories, new expertise, new energy. But it also has a trap: if you only ask
the same questions every guest gets asked on every other podcast, your show becomes
background noise.

The antidote is preparation. Listen to two or three other interviews your guest has done.
Note the stories they always tell. Then design your questions to go somewhere new. "You
have told the founding story many times — I want to ask about the week after the founding
story." Guests light up when they realize you have done your homework.

Co-Hosted Shows
A co-hosted show lives or dies on chemistry. If the two of you disagree respectfully, finish
each other's thoughts, and genuinely make each other laugh, the listener feels like they are
eavesdropping on a friendship. If the chemistry is not there, no amount of editing will create
it.
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Establish roles early. One host might lead the research and set the agenda. The other might
play devil's advocate or handle audience questions. Defined roles prevent the dead-air
moment where both hosts wait for the other to speak.

Narrative & Storytelling
Narrative podcasts — the kind with scripts, sound design, archival tape, and a story arc that
stretches across episodes — are the hardest to produce and the most rewarding to listen to.
If you are drawn to this format, budget ten to twenty hours of production per finished hour of
audio. That is not a typo. It is just the math of storytelling.

Start with a limited series — six to eight episodes with a defined beginning, middle, and end.
A limited series lets you learn the craft without committing to an indefinite production
schedule.

Your format is not permanent. Many successful podcasters started with interviews, added
solo episodes as bonus content, and eventually blended both into a hybrid format that felt
uniquely theirs. Let the format evolve with you.
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CHAPTER 06

Planning Episodes
The Backlog Is Your Safety Net
The Episode Planner is where ideas live before they become recordings. Each episode card
has seven fields: episode number, title, guest, hook, outline, status, and publish date. The
status field is a pipeline: Idea, Scripted, Recorded, Edited, Published.

How Far Ahead to Plan
Aim for a backlog of four to eight episodes in the "Idea" or "Scripted" stage at all times. This
is not about rigidity — it is about never sitting down to record with nothing to say. A backlog
absorbs the weeks when life gets loud.

Writing a Good Hook
The hook field is not a summary. It is the answer to: why would someone click play on this
specific episode? Frame it as a question, a contradiction, or a promise. "How a broke college
student built a $2M newsletter" is a hook. "Episode about newsletters" is a filing label.

The Content Tracker
The Content Tracker panel is a read-only table generated from your Episode Planner data. It
shows every episode's number, title, guest, status, and publish date in a sortable grid. Use it
for the bird's-eye view when planning a season or preparing a sponsor deck.

The four stat cards at the top — Total, Ideas, Recorded, Published — update in real time.
They are a quick health check: if your Ideas count is at zero, you are living episode to
episode, and that is a fragile place to be.
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CHAPTER 07

Managing Guests
People, Not Bookings
If your format includes interviews, the Guest Manager is one of the most valuable panels in
the toolkit. It tracks each guest through a five-stage pipeline: Wishlist, Pitched, Confirmed,
Recorded, Published.

Building Your Wishlist
Start by listing twenty names — people whose work you genuinely admire, people your
listeners would recognize, and a few wild-card picks who would surprise everyone including
you. Do not filter for "reachability" at this stage. Dream guests have a funny way of saying
yes when you least expect it.

The Pitch
A good guest pitch is short, specific, and generous. Explain who you are, what your show is
about, why this person specifically, and what the time commitment looks like. Include a link
to a recent episode so they can hear your quality. Close with flexibility: "I am happy to work
around your schedule."

The Prep Notes field is where you keep your research — the guest's recent work, the
questions you want to ask, the topics they have already covered on other podcasts so you do
not repeat them. A well-prepared host earns better answers.

After the episode airs, send a thank-you note with the episode link and a few social-media
assets they can share. Guests who feel valued become repeat guests — and they refer
their friends.
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CHAPTER 08

Your Recording Setup
The Gear Question
Let us get this out of the way: you do not need a two-thousand-dollar microphone. You need
a microphone that captures your voice clearly, a pair of closed-back headphones so you can
hear yourself, and a quiet room. Everything else is a luxury that can wait.

Microphone
A USB dynamic microphone like the Audio-Technica ATR2100x or the Samson Q2U is an
excellent starting point. Dynamic microphones reject background noise better than
condensers, which matters if you are recording in a bedroom with a window facing a busy
street.

If your budget allows an XLR setup, the Shure SM7B remains the industry workhorse — but it
needs a good audio interface (Focusrite Scarlett 2i2 or RodeCaster Pro) and often a preamp
or a Cloudlifter to get enough gain.

Headphones
Closed-back headphones prevent sound from leaking into the microphone. The Sony
MDR-7506 and Beyerdynamic DT 770 Pro are both reliable, comfortable choices for long
recording sessions.

Recording Software
If you are recording solo, Audacity (free) or GarageBand (free on Mac) will do everything you
need. If you are recording remote interviews, Riverside.fm, SquadCast, or Zencastr record
each participant's audio locally and sync them — far better quality than a Zoom recording.

Document your entire setup in the Equipment & Setup panel. When something breaks at 11
p.m. the night before a publish date, you will want a written record of every model number
and cable connection.

Your Recording Environment
A closet full of clothes is a better recording booth than an empty office. Soft surfaces absorb
sound. Hard surfaces bounce it. If your room echoes, hang blankets, add a rug, close the
curtains. Test by clapping once — if you hear the clap ring, the room needs treatment.
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Record ten seconds of silence before every session. This captures the room's "noise floor"
— the ambient hum of your space. Your editor can use it to reduce background noise in
post-production.
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CHAPTER 08b

Recording Like a Professional
The Session Ritual
There is a moment, right before you press record, when the silence in the room feels
different. It thickens. Your breathing gets louder in your headphones. The blinking red light
on your interface becomes a tiny heartbeat. This is normal. This is good. It means you care.

Professional podcasters do not eliminate that feeling — they build a ritual around it. A ritual
is not superstition. It is a checklist worn smooth by repetition, a sequence that tells your
nervous system: we have done this before, and it went fine.

Before You Press Record
Close every browser tab you do not need. Silence your phone — not vibrate, silence. Close
the door. If you share your space with other humans or animals, let them know. A dog
barking at the mail carrier at minute fourteen of a great interview is funny exactly once.

Open your DAW. Create a new session file with the episode number and date in the name.
Check your input levels: speak at your normal volume and watch the meter. You want peaks
between -12dB and -6dB. If you are clipping, turn down the gain. If you are barely
registering, turn it up. This takes thirty seconds and prevents hours of salvage work in post.

Put a glass of water within reach. Room temperature. Not sparkling — the carbonation will
make you burp on mic, and that sound is surprisingly hard to edit out cleanly.

Microphone Technique
Stay four to six inches from the microphone. Closer gives you a warm, intimate sound but
amplifies plosives — the burst of air on words starting with P or B. If plosives are a problem,
angle the microphone slightly off-axis, so you are speaking past it rather than directly into it.
A pop filter helps, but technique matters more.

Keep your head relatively still while recording. Swaying toward and away from the
microphone creates volume fluctuations that are tedious to fix. If you talk with your hands,
wonderful — but plant your elbows.

The Remote Interview
Remote interviews are now the norm, and the quality gap between remote and in-person has
narrowed dramatically. But it has not closed. Here is how to minimize it:
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1.  Ask your guest to use headphones. Speaker audio creates echo and cross-talk that no
software can fully remove.

2.  Ask them to use the best microphone available — even the built-in mic on a recent
laptop is better than a cheap Bluetooth headset.

3.  Use a platform that records locally (Riverside, SquadCast, Zencastr) rather than
capturing the compressed stream.

4.  Record a backup on your end regardless. Belt and suspenders.

5.  If your guest's internet is unstable, switch to audio-only — video consumes bandwidth
that your audio track needs.

Before the conversation begins, record a "clap sync" — both you and the guest clap once at
the same time. This creates a spike in both audio tracks that your editor can use to align
them perfectly.

Handling Mistakes
You will stumble. You will lose your place. You will say "um" more than you thought possible.
All of this is fixable in editing. When you make a mistake mid-recording, stop, take a breath,
and re-say the sentence from the beginning. Do not try to pick up mid-word — clean re-starts
are much easier to edit.

Some podcasters snap their fingers after a mistake. The snap creates a visible spike in the
waveform that your editor can spot instantly. It is a small trick that saves large amounts of
scrolling.

A recording session is not a performance. It is a conversation — with your guest, with your
future listener, or with yourself. The best takes usually happen when you forget the
microphone is there.
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CHAPTER 09

The Production Workflow
From Voice to Feed
A repeatable workflow is the difference between a podcast that publishes consistently and
one that goes silent after episode seven. The Production Workflow panel gives you three text
areas — Pre-Production, Recording Protocol, Post-Production — plus a Show Notes Template.
Fill them once, refine them as you learn.

Pre-Production Checklist
1.  Research the topic or guest — 30 minutes minimum.

2.  Write an outline or question list — do not script word-for-word.

3.  Schedule the recording and send calendar invites.

4.  Test your microphone, headphones, and recording software.

5.  If interviewing a guest, send a brief prep document: format overview, estimated length,
any topics to avoid.

Post-Production Workflow
1.  Import raw audio into your DAW.

2.  Edit for content: cut dead air, remove tangents, tighten pacing.

3.  Edit for quality: reduce background noise, normalize levels, apply gentle compression.

4.  Add intro music, transition stingers, outro music.

5.  Export as MP3 at 128 kbps stereo (the standard for spoken word).

6.  Write show notes with timestamps, links, and guest bio.

7.  Create audiogram clips for social media.

8.  Upload to your hosting platform and schedule.

A show notes template saves fifteen minutes per episode. Over a hundred episodes, that
is twenty-five hours reclaimed — roughly the length of an audiobook.



Podcast Journey — Onboarding Manual Offline.Ltd, 2026

20

CHAPTER 10

Distribution
Getting Heard
Your podcast exists in a file. Distribution is the process of turning that file into something a
stranger can discover at 6 a.m. while brushing their teeth.

RSS — The Invisible Backbone
RSS stands for Really Simple Syndication, and it is the technology that makes podcasting
work. Your hosting platform generates an RSS feed — a URL that contains your episodes,
metadata, and artwork. You submit that URL to directories, and they check it periodically for
new episodes.

Key Directories
1.  Apple Podcasts — still the largest directory, and the one most other directories index.

2.  Spotify — the fastest-growing platform, especially for younger listeners.

3.  YouTube / YouTube Music — increasingly important; consider uploading video versions.

4.  Amazon Music / Audible — growing steadily, especially in the US.

The Distribution panel has fields for all of these, plus Overcast, Pocket Casts, and other
directories. Fill them as you submit. Having all your links in one place is invaluable when
someone asks "where can I listen?"

Your Website
A simple landing page with your podcast description, latest episodes, and links to all
directories is enough. You do not need a blog. You do not need a shop. You need a URL you
can put in your social bio that says: this is where my show lives.
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CHAPTER 11

Branding & Copy
Words That Stop Thumbs
Your podcast's branding is not its logo. It is the first seven words a stranger reads before
deciding whether to subscribe.

The Podcast Name
A good podcast name is short, searchable, and gives at least a hint of what the show is
about. Avoid puns that only make sense if you already know the show. Test it by saying it out
loud to someone who has never heard of your podcast. If they ask "what is it about?" — the
name needs work.

The Description
Your podcast description appears in every directory. It is your shop window. Front-load the
most important information: what the show is about, who it is for, and what the listener will
get. Keywords matter for discoverability, but readability matters more. Write for a human,
then check that the algorithm can follow.

The Trailer
A 60 to 90-second trailer is the single best marketing asset you will create. It should answer
three questions: What is this show? Why should I care? Where do I subscribe? Structure:
open with your strongest hook, introduce yourself and the show's premise, share a highlight
reel of clips if you have them, and close with a clear call to action.

Cover Art
Your cover art is a 3000x3000 pixel square that will usually be seen at the size of a
thumbnail. That means: bold colours, readable text, simple imagery. If it does not work at
50x50 pixels, it does not work.

Write your branding copy before you launch, but plan to rewrite it after ten episodes. By
then, you will know what your show actually is — and it may not be what you thought.
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CHAPTER 12

Monetization
The Money Conversation
Most podcasts do not make money in their first year. That is not a failure — it is a timeline.
The Monetization panel helps you model what revenue could look like, so you can plan with
open eyes.

Revenue Models
The dropdown offers seven options: Sponsorships/Ads, Listener Support, Premium Content,
Affiliate Revenue, Products/Services, Live Events, and Hybrid. Most shows start with
sponsorships and add listener support as the audience deepens.

The Revenue Calculator
Enter your CPM rate (the amount an advertiser pays per thousand downloads), your average
downloads per episode, your monthly growth rate, and your episodes per month. Click
"Calculate 12-Month Projection" and the tool generates a month-by-month table showing
revenue growth.

A CPM of $18 to $25 is typical for a mid-roll ad on a niche podcast. A show with 1,000
downloads per episode, four episodes per month, and a 10% monthly growth rate would
generate roughly $1,200 in its first year from a single mid-roll sponsor.

Monetization is a conversation with your audience. If you offer genuine value, they will
support the show — directly through memberships, or indirectly by listening to sponsors. If
you do not offer value, no amount of ad inventory will save you.
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CHAPTER 13

The Launch
Day One Is Not the Finish Line
Launching a podcast is less like opening night and more like planting a garden. The seeds
you put in the ground on day one will not bloom for weeks. But what you do in the first 48
hours determines whether the soil is fertile.

Launch Strategy
Release three to five episodes on launch day. This gives new listeners enough content to
binge, which signals to the algorithms that your show is worth recommending. A single
episode launch is a whisper; a multi-episode launch is a knock on the door.

Ask everyone you know — friends, family, colleagues, your dentist — to subscribe, rate, and
review within the first 48 hours. This early momentum matters disproportionately in Apple
Podcasts' ranking algorithm.

The Launch Plan Panel
Use the Launch Plan panel to list every activity, organized by when it happens: two weeks
before launch, one week before, launch day, launch week. Add items like "submit to Apple
Podcasts," "schedule social posts," "send launch email to mailing list," "guest on two other
podcasts." The Launch Date and Episodes at Launch fields at the top anchor the timeline.
Everything flows backward from that date.
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CHAPTER 13b

Your First Forty-Eight Hours
The Launch Window
You pressed publish. The RSS feed pinged. Your trailer is live. The episode is out there,
sitting in a directory alongside two million other shows, waiting for someone to notice. Now
what?

The first forty-eight hours after launch are not magical. There is no algorithm fairy that
descends on day one and anoints your show. But there is a window — a brief period when
the platforms pay slightly more attention to new shows, when your friends' enthusiasm is at
its peak, when your own adrenaline can be channeled into action rather than anxiety.

Hour Zero to Six
Share the show everywhere you have a presence. Personal social media, professional
networks, group chats, email lists. Be specific in your ask: "Subscribe, listen to episode one,
and if you enjoy it, leave a rating on Apple Podcasts." Generic asks get generic responses.
Specific asks get action.

Send a personal message — not a blast — to your twenty closest contacts. Something like: "I
just launched a podcast about [topic]. It would mean a lot if you listened to the first episode
and told me what you think." People respond to personal invitations. They scroll past
broadcasts.

Hour Six to Twenty-Four
Monitor your hosting platform's analytics — not obsessively, but enough to see whether
downloads are trickling in. If they are, the distribution is working. If they are not, check that
your RSS feed was accepted by the directories (Apple Podcasts can take up to 48 hours to
process a new submission).

Post a behind-the-scenes story or thread about why you started the podcast. People connect
with origin stories. They want to know the why before they invest the time.

Hour Twenty-Four to Forty-Eight
Follow up with anyone who listened and responded. Thank them. Ask what resonated. Ask
what confused them. This is not ego management — it is user research. Your first listeners
are your most honest critics, because they care enough to show up early.
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If you have a mailing list, send a dedicated launch email. Not a newsletter that mentions the
podcast in a sidebar — a full email that says: "This is the thing I have been building. Here is
why. Here is how to listen."

The forty-eight-hour window closes, but the work does not. Episode two should already be
scheduled. Episode three should be in editing. The best launch strategy is consistency —
the quiet insistence that you will be here next week, and the week after that, and the
week after that.
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CHAPTER 14

Growing Your Audience
The Long Game
Growth in podcasting is slow, compounding, and deeply unsexy for the first fifty episodes.
The Growth Strategy panel is where you plan the work that compounds.

Social Media
Not every platform deserves your time. Choose one or two where your target listener already
spends time, and show up consistently. Audiograms — short video clips with a waveform
animation and captions — are the most effective format for promoting podcast episodes on
social platforms.

Cross-Promotion
Guest on other podcasts. Swap promos with shows that share your audience but not your
topic. This is the most underrated growth channel in podcasting: a personal recommendation
from a host your listener already trusts.

SEO & Discoverability
Your episode titles and show notes are searchable. Write titles that contain the words your
listener would type into a search bar. "How to Start a Newsletter in 2025" is discoverable.
"Episode 14: The One Where We Talk About Email" is not.

Email & Community
An email list is the only audience you truly own. Every other platform can change its
algorithm, throttle your reach, or disappear entirely. A simple weekly email with your latest
episode, a personal note, and one useful link is enough to build a direct line to your most
committed listeners.

Growth is not virality. Growth is a hundred people telling one friend each. It is a search
result that answers a question. It is a guest who shares the episode with their audience. It
is slow, and it is real.
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CHAPTER 15

The Stress Test
Twenty-Five Uncomfortable Questions
The Podcast Stress Test is the most confrontational panel in the toolkit. It asks twenty-five
questions that most podcasters avoid — about positioning, quality, sustainability, and
business viability. Each question has a verdict: Survived, Failed, or Uncertain.

This is not a quiz. There is no passing score. The value is in the discomfort. A question you
mark as "Failed" is not a wound — it is a flashlight pointed at a dark corner you can now
choose to illuminate.

The Five Categories
1.  Concept & Positioning — Is your niche clear enough? Is your show differentiated? Would
it survive without guests?

2.  Content & Quality — Would a first-time listener subscribe after one episode? Are your
titles compelling?

3.  Production & Craft — Is your audio quality professional? Can you produce an episode in
under eight hours?

4.  Growth & Business — Do you have a repeatable growth strategy? Can you articulate
your download-to-revenue pathway?

5.  Sustainability & Vision — Can you sustain this for two years? Do you have fifty episode
ideas?

The stress score at the bottom shows your survival rate. Anything above 60% is solid.
Anything below 40% is an invitation to rethink — not to quit, but to rebuild the foundation
before you add more weight.

Take the Stress Test before you launch. Take it again at episode 25 and at episode 50. The
questions do not change, but your answers will — and tracking that evolution is one of the
most useful things this toolkit offers.
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CHAPTER 15b

Interpreting Your Results
Reading the Signals
Numbers do not speak for themselves. A download count of 200 means something very
different for a hyper-niche biotech podcast than for a pop-culture review show. Context is
everything, and the Dashboard gives you the context — but only if you know where to look.

Episode-Over-Episode Trends
More important than any single number is the trend line. Are downloads growing episode
over episode, even slowly? Is the listen-through rate improving — meaning listeners are
staying longer? Are you getting more reviews, more email replies, more social mentions?
These are signals that compounding is working.

A flat line is not failure. It is a plateau — and plateaus are where you earn the right to the
next climb. If downloads have been flat for eight episodes, it is time to try something
different: a new title format, a guest from an adjacent niche, a shorter episode, a longer
episode. Change one variable at a time and watch what moves.

The Metrics That Matter
Downloads are the headline metric, but they are also the bluntest. More useful:

1.  Unique listeners — how many distinct people are tuning in, not just how many times files
were fetched.

2.  Listen-through rate — what percentage of listeners make it to the end. Below 60%
suggests your episodes are too long or losing momentum.

3.  Subscriber-to-listener ratio — a high ratio means your existing audience is loyal. A low
ratio means you are attracting one-time clicks.

4.  Source of listens — which directories and platforms are driving traffic. Double down on
what works.

5.  Episode-to-episode retention — of the people who listened to episode 5, how many
came back for episode 6? This is the truest measure of whether your content is working.

When to Worry
Declining downloads over three or more consecutive episodes, despite consistent publishing,
is a signal worth investigating. Check whether your titles are compelling, whether your topic
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has shifted away from your audience's interests, or whether a technical issue (bad audio,
broken feed) is driving people away.

But also consider the calendar. Downloads dip in summer, over holidays, and during major
news events. A dip in December is not a crisis — it is December.

The Dashboard is a mirror, not a judge. It reflects what is happening. What you do with
that reflection — whether you adjust, persist, or pivot — is the creative work that no tool
can do for you.



Podcast Journey — Onboarding Manual Offline.Ltd, 2026

30

CHAPTER 16

The Dashboard
The View from Above
The Podcast Dashboard is a single-screen summary of everything: episodes planned and
published, guests tracked, stress test survival rate, branding status, monetization model. It
updates in real time as you fill in other panels.

Think of it as the cockpit. You do not fly the plane from here — but you can tell at a glance
whether you are climbing, cruising, or stalling.

The episode pipeline bar at the centre shows how your episodes are distributed across
statuses. A healthy pipeline is weighted toward the left — more ideas than published
episodes means you are building ahead, not catching up.

The guest pipeline below it shows a similar distribution. If most of your guests are in
"Wishlist," it is time to start pitching. If most are in "Published," it is time to refill the funnel.
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CHAPTER 17

The AI Architect
A Quiet Assistant
The AI Architect is a floating panel in the bottom-right corner. It offers two modes: Prompt
Mode and Live Mode.

In Prompt Mode, the toolkit generates pre-written prompts based on your Canvas data —
prompts you can copy and paste into any AI assistant (ChatGPT, Claude, Gemini, or a local
model). The prompts cover niche validation, episode ideas, guest outreach templates, trailer
scripts, growth strategies, and more.

In Live Mode, you connect the toolkit to a local LLM (Ollama or LM Studio) or to the Anthropic
API. The AI reads your Canvas, personas, and episodes, then generates suggestions directly
inside the panel.

The privacy architecture is deliberate. Prompt Mode never sends data anywhere — you
copy the prompt and paste it yourself. Live Mode with Ollama or LM Studio keeps
everything on your machine. Only the Anthropic API option transmits data externally, and
the toolkit warns you clearly before you enable it.

The AI Architect is a tool, not a co-host. Use it to break through blank-page paralysis, to
pressure-test your positioning, to draft a first version of something you will rewrite in your
own voice. But the voice — the thing that makes your podcast yours — that has to come
from you.
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CHAPTER 18b

Working with a Team
Scaling Beyond One
There comes a point — different for every podcaster — when doing everything yourself stops
being scrappy and starts being a bottleneck. Maybe it is when editing takes longer than
recording. Maybe it is when you miss a publish date for the third time. Maybe it is when you
realize you have not enjoyed an episode in weeks because you were too busy producing it.

Roles to Delegate First
Audio editing is the first role most podcasters hand off. It is time-consuming, skill-dependent,
and — crucially — it does not require your voice or your ideas. A freelance editor on Fiverr or
Upwork can turn around an episode in 24 to 48 hours for $30 to $100, depending on
complexity.

Show notes and social media are next. Both are important, both are tedious, and both can be
done by someone who understands your brand and has access to a template.

Guest coordination is the third. A producer or virtual assistant who manages your booking
pipeline — outreach, scheduling, prep documents, follow-up — frees you to focus on the
conversation itself.

Sharing a Project
Podcast Journey makes collaboration simple. Export your project as a JSON file, send it to
your collaborator, and they import it into their browser. They can work on their copy, then
export and send it back. It is not real-time collaboration — but for most podcast teams,
asynchronous is actually better. It prevents stepping on each other's edits.

If you work with a producer, give them ownership of the Episode Planner and Guest Manager
panels. You own the Canvas and the creative direction. They own the logistics. Clear
boundaries prevent confusion.

The goal of delegation is not to remove yourself from the podcast. It is to remove yourself
from the parts that drain you, so you can invest in the parts that energize you. The
microphone should always feel like an invitation, never a chore.
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CHAPTER 18

Saving, Exporting & Backup
Protecting Your Work
Everything in Podcast Journey saves to your browser's local storage. This is fast, private, and
completely under your control — but it means your data lives in one place. If that place
disappears, so does your work.

Export JSON
Click "Export JSON" in the top bar or in the Save & Export panel. This downloads a file
containing all your Canvas data, personas, episodes, guests, workflow notes, branding copy,
and monetization settings. Store it in a cloud folder or email it to yourself. Do this weekly.

Import JSON
To restore a backup or move your project to a different browser, click "Import JSON" and
select your backup file. Everything loads instantly. This also makes it easy to share a project
with a co-host or producer — export from your browser, send the file, import into theirs.

Treat your JSON export like a fire extinguisher. You hope you never need it. But when the
browser cache clears or the laptop dies, you will be glad it is sitting in your Dropbox.
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CHAPTER 19

Tone of Voice
The Empathetic Observer
The Tone of Voice that accompanies this toolkit — and that shapes this manual — is called
the Empathetic Observer. It is not a marketing persona. It is a way of speaking that respects
the reader's intelligence while acknowledging their uncertainty.

Here is the distilled framework, which you are free to use for your own podcast's show notes,
descriptions, and listener communication:

1.  Address the reader directly. Use "you." Slip in "I" only when it earns trust.

2.  Begin with a jolting image, question, or paradox that places the reader inside the scene.

3.  Write in short-to-medium paragraphs. Vary sentence length for a spoken-word cadence.

4.  Use plain, tactile language laced with unexpected but clean metaphors. Avoid
buzzwords.

5.  Maintain a gentle, wry humour that never undercuts empathy.

6.  Let silence do work. Leave some questions unanswered, some statements hanging.

7.  Every two to four paragraphs, pivot the lens — zoom out, flip perspective, introduce an
anecdote.

8.  Finish with a soft landing: a single sentence or image that widens the frame.

9.  Do not summarise or instruct at the end. Trust the reader to carry the weight.

If you write your podcast descriptions in this voice — honest, specific, gently wry — they
will sound like a human being wrote them. Because one did.
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CHAPTER 19b

The Onboarding Walkthrough
Your First Thirty Minutes
If you have read this far, you understand the toolkit conceptually. But understanding and
doing are different animals. Here is a suggested sequence for your first thirty minutes with
Podcast Journey — a walkthrough that touches every major panel without trying to complete
any of them.

Minutes 1-5: Create Your Project
Open the file. Click the project dropdown and create a new project. Give it a working name —
it does not have to be your podcast's final name. Toggle to your preferred theme (dark or
light). Take a breath. You are inside.

Minutes 5-12: The Canvas
Open the Podcast Canvas. Fill in the Mission Statement — even if it is one rough sentence.
Fill in Topic and Niche. Fill in Target Listener with a real person in mind. Leave the other
fields for now. Three filled fields are enough to unlock your thinking.

Minutes 12-17: One Persona
Open Listener Personas. Add one persona. Give them a name, a listening habit, a frustration,
and a desire. You can refine later. The point is to have a face in your mind when you make
decisions.

Minutes 17-22: Three Episode Ideas
Open the Episode Planner. Add three episode cards with just titles and hooks. Do not worry
about outlines or publish dates. You are seeding the backlog. The ideas can be rough,
contradictory, even bad. Bad ideas often lead to good ones.

Minutes 22-27: The Stress Test
Open the Stress Test. Answer as many questions as you can. Do not agonize — go with your
gut. The point is not to score well. The point is to see which questions make you
uncomfortable, because those are the ones worth sitting with.
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Minutes 27-30: Export
Click Export JSON. Save the file somewhere safe. You now have a backup of your first
session, a snapshot of where your podcast idea stood on this day, at this hour. You can
always come back to it.

Thirty minutes. That is all it takes to go from a blank screen to a project with a mission, a
listener, three episode ideas, and a stress-test baseline. Everything else is iteration.
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CHAPTER 20

The Road from Here
A Soft Landing
You have a Canvas. You have personas. You have a show format, an episode pipeline, a
guest wishlist, a recording setup, a production workflow, a distribution plan, a brand identity,
a monetization model, a launch strategy, a growth plan, a stress test, and a dashboard that
ties it all together.

That is a lot. And it is also just a toolkit — a set of fields waiting for your words, your stories,
your voice.

The best podcast in the world is the one that someone needed to hear, published by
someone who was brave enough to press record. You have the tools. The bravery, I suspect,
was already there.

Go make something.
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