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Every claim below is drawn from published research, platform data analyses, or open-sourced

algorithm code, with the source named. Two honest caveats before you start:

Platforms change fast. These numbers were accurate as of mid-2026. Treat every figure

as a strong prior, not gospel - and re-test on your own account (each section tells you how).

Third-party analyses aren't official. Where X or Google says one thing and independent

data says another, both are noted. Trust the data, watch for changes.

This sheet has an execution companion - The AI Marketing Operations Manual - which turns the

workflows referenced here (§11, §13, §15) into step-by-step plays with copy-paste prompts. Read this

for the why; run that for the how.

0. Before everything: find the edge

The fundamental job of the marketer - before any tactic in this sheet - is to identify the edge: the

thing this project can credibly win on.

Why it comes first: very rarely is a product a complete unicorn. There are usually many similar

projects - and AI has collapsed the barrier to building, so work that once took whole teams now

takes one person, and lookalikes multiply. That makes the edge the whole game.

Where edges live: the product itself (genuinely better at the job - Claude's edge, carried by

deliberate distribution, §14); brand and association (many similar products, but one keeps being

seen beside things people rate, until it reads as the best - §16 is the accelerant); and distribution,

community, speed, focus, trust. Edges stack; you rarely need more than two.

The test: write your edge in one sentence. If you can't, that's the first problem to solve - it's a

clarity problem, not a marketing problem (and it belongs in your Positioning Doc: the Ops Manual's

Play 1 has a field for it).

If you already have a by-default edge - the rare kind that makes people take you seriously on

sight - recognise it, appreciate it, nourish it, and use it deliberately every week. Never take it for

granted: neglected edges stop being edges.

The frame for everything below: every section in this sheet is a way to communicate or

compound an edge. None of them can create one.

1. The X algorithm, by the numbers

X open-sourced its ranking code (originally in 2023, again in January 2026 after moving to a Grok-

based transformer model). Combined with large independent datasets - notably Buffer's analysis of

18.8 million posts across 71,000 accounts - we know more about what X rewards than any other

platform.
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1.1 The link penalty (still real)

Posts with links in the main body receive approximately 30-50% less initial reach, per the open-

sourced ranking code and 2026 distribution analyses.

For non-Premium accounts it's worse: analyses through early 2026 show non-Premium link posts

receiving near-zero median engagement - essentially invisible.

X announced the penalty was removed in October 2025. Independent 2026 data indicates

suppression continues through indirect mechanisms - delayed redirects, in-app browsing friction,

and engagement-based demotion - rather than a single penalty flag.

Buffer's dataset confirms format ranking by median engagement: text ≈ 3.6% > images ≈

3.4% > video ≈ 3.0% > links ≈ 2.3%.

The optimal structure: - Post 1 - hook + native video/media + copy, no link, end with "Link below

↓". Put your URL on the video end card (e.g. goat.network/builder-program ) so nobody is lost even

if they never open the reply. - Post 2 - immediate self-reply carrying the link. Reach preserved, click

delivered. - If you must link in-body, verify your link card preview renders correctly (og:image,

summary_large_image) - a broken card tanks CTR on top of the penalty.

1.2 Engagement weights (what one interaction is worth)

From the open-sourced weights and 2026 confirmations: - A reply ≈ 27× a like. A post with 50

replies typically outranks one with 500 likes. - A reply that YOU then respond to carries far

more weight again (reported around +75, vs +0.5 for a like). Answering every reply in the first hour

is the single highest-leverage activity on the platform. - Bookmarks are massively overweighted

relative to likes (reported ~10-20×). Make save-worthy content: frameworks, checklists, data,

reference threads. - Negative signals are catastrophic: a single block or report reportedly

outweighs thousands of likes. Content that sparks debate = good; content that gets you blocked =

devastating. Recovery from suppression takes weeks. - Community Notes carry a heavy distribution

penalty (reported 60-80% reach reduction while active) and repeated notes damage account-level

authority. Be accurate with facts - it's now mechanically tied to reach.

1.3 Timing, cadence, format

The first 30-60 minutes decide a post's fate. Early engagement velocity determines total

distribution; visibility roughly halves every ~6 hours. Post when your audience is awake, and be

online to reply immediately after posting.

Days: early-to-midweek wins. The 2026 studies converge - Sprout Social (~2B engagements)

and Buffer (8.7M posts) both put the peak at Tuesday-Wednesday, with Monday and Thursday

solid and Saturday the worst day. Schedule announcements and flagship content Mon-Wed;

never launch anything important on a weekend.

Hours: match the audience's timezone, not yours. For a broad US + Europe audience, early-

to-mid afternoon UTC (~13:00-17:00) catches US mornings and European afternoons

simultaneously. The studies split between "mornings" and "afternoons" precisely because they

measure local time - the timezone rule is the real finding.

X content decays fastest of any major platform - a post's useful life is measured in minutes-

to-hours, which is why timing matters more here than anywhere else (and why repurposing, §11,

is essential).

Find your own hours: pick a benchmark window, test 2-3 candidate hours over two weeks, keep

what your analytics say won. Your data beats any generic table.
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Don't launch into the news. A major industry event, conference keynote, or market shock will

bury your announcement - unless your content rides it deliberately.

Cadence: the session's "1-2 solid posts daily" is the sustainable floor for a solo founder

- consistency at that level beats bursts. If you can hold quality at higher volume, 3-5 posts

per day spaced 2+ hours apart showed the highest median engagement per post in Q1 2026

data. Beyond that, an "author diversity penalty" kicks in - the algorithm only surfaces your 2-3

strongest posts per session anyway, so extra volume dilutes without adding reach.

Threads: treated as a single content unit with completion rate as a ranking factor; 3-5 posts is

the reported sweet spot (~70-80% completion). Make the first post strong enough to stand alone.

Video: native only - a pasted YouTube link is treated as an external link. 10+ seconds of watch

time is a reported boost factor.

Hashtags are near-dead: ranking now runs on semantic understanding, not tags. 1-2 niche-

relevant tags at most; 3+ reportedly triggers spam filtering.

Premium: reported 2-4× visibility boost and softer link suppression. If X is a core channel for you,

the subscription is effectively the cheapest ad spend available.

1.4 What never to do

Never buy followers or engagement. Detection flags suspicious follower-to-view ratios; the

account-level reputation score (Tweepcred - X's PageRank for accounts) means junk followers

actively hurt every future post. It also poisons your credibility with the AIs increasingly reading

social signals (see §3).

Avoid engagement-bait patterns the algorithm explicitly detects ("like if you agree").

Re-test it yourself: post the same content twice a week apart, once with an in-body link and once

with link-in-reply, and compare impressions in X Analytics.

2. Post structures & hooks that work

The hook is 90% of the post. Write 10 candidate first lines, publish the best. Test: would a

stranger scrolling at speed stop?

Proven hook shapes: a specific number/result ("Our agent processed 4,100 tasks last week. Here's

what broke."), a contrarian take, a before/after, an open loop ("We almost killed this feature. Glad

we didn't -").

Show, don't tell: a 30-60 second screen recording of your agent doing real work outperforms any

graphic. Put the outcome in the first 3 seconds; captions on (most watch muted); URL on the end

card.

Build-in-public formats that consistently perform: weekly metrics recap, "what we shipped"

changelogs, honest post-mortems, decision threads ("we chose X over Y because…").

Make it bookmarkable: numbered frameworks, checklists, resource lists - these harvest the

overweighted bookmark signal (§1.2).
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3. GEO - Generative Engine Optimization

The research base here is unusually strong: the field's founding study (Aggarwal et al., Princeton/

Georgia Tech/IIT Delhi, presented at KDD 2024) tested optimization methods across thousands of

queries.

3.1 Why it matters (the numbers)

AI Overviews now appear on roughly a quarter of Google searches, and organic click-through

collapses by ~61% on queries where one appears (Seer Interactive).

But AI-referred traffic is the highest-converting channel measured: visitors arriving from ChatGPT/

Claude/Perplexity convert at roughly 10-16%, versus ~1.8% for classic organic search (Seer

Interactive; First Page Sage). Fewer visitors, far better ones.

The overlap between Google's top-10 results and what AIs actually cite has collapsed - from

~70-75% in mid-2025 to roughly 17-38% in early 2026 (BrightEdge/Brandlight analyses). Ranking

on Google no longer guarantees AI visibility; GEO is its own game.

Citation patterns are concentrated and sticky: early citations compound, and most citations flow

through earned media and authoritative sources (Muck Rack's longitudinal data attributes 82-89%

of AI citations to earned media). First movers in a category are hard to displace. For a new

niche like AI agents, this is your window.

3.2 What measurably lifts AI citations (Princeton, KDD 2024)

The study found GEO techniques lift visibility in AI answers by up to ~40%, with the biggest gains

from: - Adding quotations from credible sources (+~41%) - Adding statistics - concrete,

verifiable numbers (+~32%) - Adding inline source citations (+~30%) - And critically: keyword

stuffing performed worse than doing nothing. Models prefer natural language, entity richness

and depth.

Practical translation: "Our agent cuts rebalancing time by 73% across 1,200 test wallets" gets cited.

"Our agent is fast and powerful" does not.

3.3 The GEO checklist

One name, everywhere. Models learn entities. Identical project naming across site, docs,

GitHub, socials, directories. Inconsistent naming splits your identity.

Lead with the answer. Direct answer in the first ~60 words of every page/section; short

paragraphs (2-3 sentences) - long blocks don't get extracted.

Structure for extraction: question-style H2/H3 headings, FAQ sections, TL;DR blocks, tables and

lists. Add Article, FAQPage and Author schema markup.

Publish citable assets: original data, benchmarks, honest comparison pages ("X vs Y"),

category explainers, use-case guides. These are the five content types that consistently earn

citations.

Be where models look: clean public docs, GitHub README, credible directories, Reddit threads,

ecosystem blogs (Metis/GOAT/ClawUp posts about you count), news coverage. Domain authority

matters - heavily-referenced sites are several times more likely to be cited.

Cover the pipes: submit your sitemap to Bing Webmaster Tools (ChatGPT retrieves via Bing's

index); keep docs crawlable; consider an llms.txt  file.
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Monitor weekly: ask ChatGPT, Claude, Perplexity and Gemini about your category and your

project by name. Wrong or missing answers are bugs - fix them with content. Expect a 4-8 week

lag between publishing and citation changes.

Know the platform differences: Perplexity cites sources on nearly every answer; ChatGPT cites far

less often. Perplexity visibility is the fastest feedback loop for testing.

4. SEO essentials (still worth it)

Target intent, not volume. With AI Overviews eating informational queries, shift weight toward

bottom-funnel and comparison queries ("X vs Y", "best tool for [specific job]", "how to [specific

task]") where clicks still happen and buyers live.

One clear H1 per page; descriptive title tags; answer the query in the first 100 words; fast load;

mobile-friendly; HTTPS; clean sitemap.

A few genuine backlinks beat hundreds of junk ones. Your ecosystem partners - the other

teams in this bootcamp - are the easiest legitimate links you'll ever get. Trade guest posts and

mutual mentions.

Cadence: one solid, keyword-mapped post per week forever beats ten posts at launch then

silence. SEO compounds; give it 3-6 months before judging.

How to actually find keywords (free): type your user's problem into Google and harvest the

autocomplete and "People also ask" suggestions; mine competitors' sitemaps and top pages for

what they rank on; once live, Google Search Console's Queries report shows the exact phrases

you're already appearing for - double down on the ones sitting on page 2.

Set up measurement on day one (free, 15 minutes): Google Search Console and Bing

Webmaster Tools (Bing also feeds ChatGPT's retrieval, §3.3). Submit your sitemap to both.

Impressions rise weeks before clicks do - that's the leading indicator that it's working.

Internal linking: every new post links to 2-3 of your other pages with descriptive anchor text,

and your highest-value page (docs home, comparison page) gets linked from everywhere. Search

engines and AI crawlers both follow the trails.

Content types that work in this niche: honest comparison pages ("X vs Y"), integration and

how-to guides tied to real tasks, and a glossary of your category's terms - all three rank, and all

three are exactly what AI engines quote (§3.3). Your docs are SEO assets: public, crawlable,

question-titled.

Set expectations: 3-6 months to meaningful traffic. Judge early progress on impressions and

indexed pages, not clicks.

Everything above double-dips into GEO (§3) - same content, two search surfaces.

The search starter (one afternoon, covers SEO + GEO): 1. Set up Google Search Console +

Bing Webmaster Tools; submit your sitemap to both. 2. Add an llms.txt  - a plain-text index of your

key pages and docs for AI crawlers. 3. Harvest 10 long-tail queries your target user actually types

(autocomplete + competitor mining above). 4. Publish your first comparison page ("[you] vs [main

competitor]") with an FAQ block and 2-3 verifiable numbers. 5. Turn your 5 most-asked community

questions into docs/FAQ pages. 6. Diarise the weekly GEO monitor (§3.3 / Ops Manual Play 8) and one

post a week against the query list - then leave it to compound. (The Ops Manual's Play 15 runs this

checklist with copy-paste prompts.)
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5. Community (Discord/Telegram)

Don't open a server too early. A dead server is negative social proof. Open when you have

~20+ genuinely active people and a reason for them to gather.

Your first 20 real users are your product team and your street team. Talk to them daily; give them

roles, early access, and recognition.

Rituals beat rooms: a weekly call, a ship-day thread, a leaderboard. Structure creates the habit of

returning.

Founder presence is non-delegable in the first months. Community managers scale it later; they

can't start it.

Convert community activity into public content: screenshot wins (with permission), highlight

members, turn FAQs into docs pages (which feeds GEO).

6. KOL / influencer checklist

Micro beats macro: in-niche accounts of ~5-50k followers with real engagement consistently out-

convert big generic accounts, at a fraction of the cost.

Vetting (5 minutes per account): 1. Engagement-rate math: (likes + replies + reposts) ÷

followers on recent posts. Under ~1% on a small account is a red flag; healthy micro accounts run

2-6%. 2. Read the replies. Real audiences ask questions and disagree. Bot audiences leave emoji

strings and generic praise. 3. Follower-to-view ratio: 100k followers but 2k views per post =

purchased audience. (X's own algorithm now flags this pattern too.) 4. Check their past promos.

Did earlier sponsored posts get engagement comparable to their organic posts? 5. History scan: any

involvement in rugs or paid shills of failed projects is disqualifying - their audience trust is already

spent.

Structuring the deal: - Always use unique tracking links/codes. Judge by conversions, not

impressions. - Prefer performance components (per-signup) over flat fees where possible; or start

with one paid post before any package. - Give them the product first - an authentic "I actually used

this" post outperforms scripted copy every time. - Comply with disclosure rules (#ad) - undisclosed

promotion is a legal risk for you both, and audiences smell it anyway.

7. Paid advertising guardrails

Rule zero: paid amplifies what already converts. If your landing page converts organic traffic

at ~0%, ads buy you a more expensive zero.

Test small: $200-500 per test, one variable at a time (audience OR creative OR placement - never

all three).
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Know two numbers before spending: what a user is worth (LTV) and what one costs (CAC). If CAC

> LTV, stop.

Creative beats targeting: your best-performing organic post is your ad. Boosting a KOL post

that already performed organically is the safest paid bet available.

X's org verification (rebranded "Premium Business", Oct 2025) is worth pricing in if

you'll spend on X ads anyway. The gold checkmark plus square avatar, affiliate badges that

verify your team's accounts (a real follower-driver), priority support - and promotional advertising

credits that can offset much of the subscription (X has listed $200/month on Basic and $1,000/

month on Full Access; terms are promotional, so verify current ones). The perception angle is real:

many users read the gold tick as superior-project status - a paid signal that works exactly like

§16's association principle. Buy it clear-eyed: it amplifies credibility, it doesn't create substance.

Crypto-specific: Google and Meta enforce strict crypto ad policies (certification/eligibility

requirements, banned formats, geo restrictions) - verify before building campaigns or you'll burn

time on rejected ads. X ads are the most crypto-native option. Niche newsletters and podcasts

often deliver the best value per genuinely relevant reader.

Retargeting (people who already visited) is the highest-ROI paid audience and a sensible first

campaign.

8. Landing page & conversion basics

The 5-second test: show a stranger your page for 5 seconds. If they can't say what it is, who it's

for, and what to do next - rewrite. (Your one-liner from the session goes at the top: "We help [who]

achieve [outcome] without [pain].")

One primary CTA. Every additional competing button lowers conversion. "Join waitlist" or "Try

the agent" - pick one.

Proof above the fold or immediately after: user count, tasks processed, testimonials, ecosystem

logos (Metis/GOAT/ClawUp affiliations are proof - use them).

Show the product: a 30-second demo video or GIF on the page beats paragraphs of description.

Speed matters: slow pages bleed both conversions and search rankings.

Capture email even pre-launch. Your list is the only distribution channel no algorithm can

throttle (see §1). Every visitor who leaves without an email is rented reach wasted.

9. Measurement setup (30 minutes, once)

Pick one north-star metric = real value delivered: weekly active agents, tasks completed,

revenue. Never followers.

Track the funnel weekly in a simple spreadsheet: visitors → signups → activated → retained →

referring. One question per stage: where do people leak?

UTM-tag every link you post (utm_source=x, utm_source=newsletter…) or you'll never know

which channel works. Free, takes seconds, non-negotiable.
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Watch AI referrals separately in analytics (traffic from chatgpt.com, perplexity.ai, claude.ai) - it's

small but converts ~8× better (§3.1), and it's your GEO scoreboard.

Retention is the truth-teller. If people don't come back, fix the product before spending another

hour on top-of-funnel.

"Don't over-tool" and the §13 morning watchdog are the same advice: the watchdog replaces

manual long-tail chart-checking with one scheduled AI task - it isn't another dashboard to

maintain.

10. The cadence (tying it together)

Week 1: positioning + one-liner, profile/site cleanup, analytics + UTMs.

Week 2: first SEO/GEO content live, daily build-in-public begins, reply strategy begins (15

thoughtful replies/day).

Week 3: coordinated launch - thread (link in reply!), demo video, ecosystem cross-posts, DM your

first 20 target users personally.

Week 4: read the funnel, talk to users and churners, double down on the one channel showing

signal.

Repeat. Most people quit at week three - right before compounding starts. Outlast them.

11. The content engine (create once, publish five times)

You don't need five content ideas a week - you need one and a pipeline. From a single source asset (a

demo recording, a build session, a real user result), produce: 1. A 30-second native clip for X - hook in

the first 3 seconds, captions on, URL on the end card 2. A thread telling the story behind it - link in

the first reply (§1.1) 3. A blog/docs version optimised for SEO + GEO - question headings, stats, FAQ

block (§3.3) 4. A newsletter section - your owned, always-delivered channel 5. An FAQ/docs entry -

which becomes citable material for AI engines

Rules: adapt the format to each platform rather than cross-posting identical text, and keep a running

"raw material" note while you build - documenting is easier than remembering.

12. Web3 launch amplifiers (free distribution most

builders skip)

Directories & trackers: list on DeFiLlama, DappRadar, and the AI-agent directories in your niche

as soon as you're live. Bonus: AI models read these, so listings feed GEO.

Quest platforms (Galxe, Zealy): cheap awareness at scale. Caveat: much of the traffic is

mercenary and churns - use for top-of-funnel only, never as evidence of product-market fit.

Launch platforms: Product Hunt now has a real AI-agent audience. Prepare properly (assets,

first-hour supporters, maker comment) and time it to compound with your X launch push.
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Ecosystem media: pitch Metis / GOAT / ClawUp channels, crypto newsletters and podcasts -

bootcamp projects are natural stories for them. Worst case is silence.

Demo days: treat the bootcamp showcase as a launch event - invite your list, clip the recording

(§11), post the results.

Cross-launches: coordinate launch weeks with other bootcamp teams - shared audiences,

doubled reach, zero cost.

13. Running your marketing with AI (the no-hires stack)

At pre-hire stage, AI tooling is your marketing team. What to delegate:

Content drafting: feed a demo transcript or build notes in; get thread, blog and newsletter

drafts out. You edit; it drafts.

Repurposing: run the create-once-publish-five-times pipeline (§11) through AI - minutes instead

of hours per asset.

Research & monitoring: automated competitor teardowns - point a browser-capable AI at rivals'

onboarding flows and pricing pages and have it report what works - plus the weekly GEO answer

checks (§3.3).

Visuals: graphics, thumbnails and simple video cuts without a designer.

Analytics: paste weekly funnel numbers in; get the summary and anomalies out.

Community: FAQ drafting, reply suggestions, repeated questions turned into docs pages (which

then feed GEO).

Two scheduled automations worth copying (both run inside Anthropic's own growth team, per

their head of growth): - The morning watchdog: a scheduled AI task that reviews your dashboards/

metrics links each morning and reports only what needs attention plus anomalies - he has Claude

review 20-25 charts daily this way. You keep eyeballing your two or three favourite charts; the AI

covers the long tail. (Pairs with §9.) - Brand guardrails as a reusable document: write your brand

and voice dos-and-don'ts once, explicitly, and include that document in every content prompt (as a

skill or system context). Drafts arrive on-brand and your review burden drops - it's how they reduce

human review on automated experiments.

Five rules that keep the quality up: - You are the editor. AI drafts, you decide. Never publish

raw output - your judgement and voice are the product. - Build repeatable prompts. Save what

works as templates with your project details filled in; treat the prompt library like code. - Feed it

context. Positioning doc + one-liner + your best past posts in = on-brand output out. Brief it like a

new hire. - Verify everything. Never publish an AI-generated stat unchecked - one wrong number

can earn a Community Note and the reach penalty that comes with it (§1.2). - Keep the human

signal. Generic AI-sounding content is easy to detect and easy to ignore. Use AI for volume and

speed; supply opinions, stories and voice yourself.

One founder running good AI workflows can cover most of an early-stage marketing function. The

goal is leverage, not replacement.
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14. Lessons from Anthropic's growth playbook

Source: Anthropic's head of growth, interviewed on Lenny's Podcast (2026). Worth reading in full; the

transferable points:

The right friction increases conversion. Onboarding flows that ask who the user is and route

them to the right feature outperform "remove every step" flows - proven at Masterclass, Calm,

Mercury and Claude itself. Cut friction that adds nothing; keep friction that helps users see the

product is for them. Test it - don't assume. Micro-tactic from the same playbook: splitting one long

form across two screens (validated at both Mercury and Anthropic) beats a single crowded screen

- fewer inputs per view, lower cognitive load, higher completion.

Quality drives growth. His most impactful quarter pre-Anthropic came from ignoring metrics for

three months and purely fixing first-run quality. The first experience people have with your agent

deserves the same craft as the agent itself.

Activation is the AI-product problem. "Capability overhang": people ask small questions of

powerful tools. Actively route new users to a real first win; define activation as one completed task

in session one, and measure it.

Reduce switching costs. Claude's ChatGPT-memory import is the template: make it trivially

easy to bring data/settings from the incumbent tool your users already use.

AI-first products should weight bigger bets. If your product's core value rides the model

exponential, the future value is orders of magnitude higher than today's - so spend relatively more

effort on larger swings and less on micro-optimisation than a traditional product would.

Leave money on the table. They deliberately forgo metric wins to protect brand, quality and

trust - and credit that restraint for long-term growth. Squeezing every last percent is how you burn

the asset that compounds.

They automate growth with Claude. Their internal program has Claude identify opportunities,

build, test and analyse experiments with human review - output quality around junior-PM level and

climbing. Direct validation for §13: the no-hires AI stack is how the fastest-growing company itself

operates.

Context for the case study: by his account, Anthropic went from ~$1B ARR (start of 2025) to

$19B+ (early 2026) as historically the smallest, least-funded player - via focus (coding, B2B) and

product quality.

15. Cold outreach that gets answered

For pitching partners, KOLs, ecosystem media and BD (§12 "pitch them") - the same craft got

Anthropic's head of growth his job via cold email to the CPO:

The subject line is the conversion event. Test yours; its only job is the open.

Reach people where others don't. LinkedIn and work email are saturated; a personal email or

a less-used channel gets read.

Keep it short: who you are, why you're relevant to them, one clear ask. Three sentences beats

three paragraphs.

Follow up until told to stop. Most replies come from the follow-ups, not the first message.

Polite persistence is a feature, not a flaw.
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Make the email itself the proof. A sharp, specific message demonstrates the competence

you're claiming.

16. Perception through partnerships

The fastest single lever on perception (§ mindset): association with prominent partners.

One high-profile partnership moves a project from unknown to taken-seriously - association

transfers credibility in a way no ad spend matches.

One mention from a prominent partner brings real visibility overnight. But visibility is not

distribution - you still need the system in this sheet to convert the attention into users.

It's earned, not bought: build relationships before you need them; get involved in the

ecosystems, events and working groups where the right people already are; lead with what you

can offer them, not what you want from them; and persist politely - most partnerships close on

follow-through (§15 is the outreach toolkit).

Sequence it: land the association, then time your launch push (§12) to ride the visibility while it's

fresh.

17. Marketing runs on inspiration

Ideas don't arrive on command - they form while you consume and while you do. Treat that as a

system, not luck:

Consume deliberately. Your niche, adjacent niches, and great marketing anywhere. This pairs

with "study yourself": half the value is noticing which pieces worked on you, and why.

Doing generates ideas too. Building, replying (§1.2's reply habit doubles as an idea feed), and

launching all surface angles you can't plan in advance.

Capture immediately. One line, the moment it arrives - inspiration evaporates fast. Keep a

single running idea inbox (the Ops Manual's Play 14 is this habit, formalised).

Act while the energy is high. Acting is what develops the idea - it rarely arrives fully formed; it

takes shape as you draft. A rough version shipped today beats a perfect version imagined forever.

Close the loop: captured ideas become source assets for the content engine (§11), so nothing is

wasted.

18. Staying power (a note on sentiment)

Things change very quickly in this industry - in both directions. A market swing, a

narrative rotation, one viral moment: fortunes reverse in a fortnight. You cannot control sentiment;

you can control consistency and constant improvement, and those two outlast every swing.

Judge yourself on the loop you run, not on this week's mood.

"I don't have time for marketing" is the most common line from technical founders - and it's

usually not a time problem, it's avoidance of an unfamiliar area. Reframe: the difficulty has

flipped. Development is easier than ever thanks to AI, and marketing content is easy to produce -
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but marketing done right is three problems stacked (the artifact + distribution + perception)

where development is one, and it needs the same oversight discipline you already apply to AI-

written code. Distribution is part of building the product. The Ops Manual's rhythm runs in ~90

minutes a day, most of it reviewing AI drafts, not producing from scratch.

Always be improving something. Each week, pick one thing from your funnel, your content, or

this sheet and make it slightly better. Compounding needs inputs.

Sources referenced

X open-source recommendation algorithm (GitHub, 2023 & 2026 releases) · Buffer analysis of 18.8M posts / 71k

accounts (2026) · Independent X distribution analyses, Q1-Q2 2026 (OpenTweet, Tweet Archivist, adlibrary, et al.) ·

Aggarwal et al., "GEO: Generative Engine Optimization," KDD 2024 (Princeton/Georgia Tech/IIT Delhi) · Seer

Interactive AI Overview CTR & conversion studies (2025) · First Page Sage conversion benchmarks (2026) ·

BrightEdge / Brandlight citation-overlap analyses (2026) · Muck Rack AI citation source studies (2025-26) · Anthropic

head of growth interview, Lenny's Podcast (2026) · Sprout Social posting-time analysis, ~2B engagements (2026) ·

Buffer posting-time analysis, 8.7M posts (2026) · X Premium Business help documentation (2025-26).

Numbers dated mid-2026. Platforms change - re-test before betting the roadmap on any single figure.
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