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Book Format Strategy — Digital vs
Physical
Risk assessment, cost comparison, and recommended path for "The Machine Speaks Human" publication
strategy

Prepared by: BlueFalconInk LLC Decision Needed By: Before platform spec finalization

Impact: QR architecture, budget, GTM timeline

12–18
WKS — BULK PRINT LEAD

$0
DIGITAL LAUNCH COST

$3K–$8K
PRINT SETUP + FIRST RUN

HYBRID
RECOMMENDED PATH

INTERACTIVE COMPANION

Book vs Digital BCA
Business case analysis comparing physical book and digital platform delivery
models.

https://proposal-viewer-chovy67jqq-uc.a.run.app/p/a89dc9963e81194a/book-bca

B-01 Our Recommendation

Digital-First, Print-On-Demand at Scale. Launch the platform and digital book simultaneously. Do not
commit to physical print production until the platform has validated paying users. When print demand is
proven, use Amazon KDP or IngramSpark for print-on-demand — zero inventory risk, zero upfront print
cost. BFI's role is to make the digital infrastructure print-ready (dynamic QR codes, landing page
architecture, UTM tracking) so that a print run can be activated at any time without re-engineering the
platform.

Page 1 of 9BlueFalconInk LLC — CONFIDENTIAL

https://proposal-viewer-chovy67jqq-uc.a.run.app/p/a89dc9963e81194a/book-bca


B-02 What BFI Delivers — Platform-Side

Regardless of your print decision, the platform BFI builds in Sprints 3 and 5 is fully print-ready. Every book
format option below is supported by the platform architecture at no additional development cost.

INCLUDED IN PLATFORM SCOPE

Dynamic QR code generation — UTM-tagged, redirect-based (so the destination URL can
be updated at any time, even after books are printed)

Book hub landing page — central destination for all QR codes and book-to-platform
traffic

Chapter-level deep-link pages — individual URLs per chapter or tool reference

UTM tracking + PostHog attribution — measure exactly how many platform signups and
conversions come from the book

Printable QR code sheets (PDF export) — ready-to-hand-off to any print vendor or
interior designer

Integration documentation — spec sheet for POD vendors (KDP, IngramSpark, BookBaby)

Note on scope boundaries: Physical book production activities — including interior layout/typesetting,
cover design, print file preparation, ISBN procurement, print vendor submission, and distribution logistics
— are outside BFI's platform deliverable. These are standard author/publisher responsibilities that you or
your chosen vendor would handle independently. BFI ensures the platform side is fully ready to hand off
the digital assets needed by any of those vendors.
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B-03 Three Delivery Models — Side by Side

✓ Low Risk

Model 1 — Digital
Only

PDF eBook + platform.
No physical product at
launch.

PROS

✓ Zero production cost

✓ Available on launch
day

✓ QR codes in PDF are
hyperlinked — no
redirect needed

✓ Unlimited distribution
(redistribute PDF)

✓ Fully updatable post-
publish

✓ Near-100% margin
on each sale

✓ No inventory, no
shipping, no returns

CONS

✗ No physical presence
/ shelf credibility

✗ Amazon print listing
not available (Kindle
only)

✗ Some B2B readers
prefer physical copies

⚠ High Risk

Model 2 — Physical
Print (Bulk)

Print run (500–2,000 copies)
via offset printer or
IngramSpark bulk.

PROS

✓ Amazon and bookstore
distribution

✓ Physical credibility for B2B
audiences

✓ Gifting and conference
use cases

✓ Full ISBN and copyright
registration

CONS

✗ $3,000–$8,000 upfront
production cost

✗ 12–18 week lead time
(layout → proof → print)

✗ Hard
dependency:

QR codes
must be
live and
finalized
BEFORE
print file
submission
—
platform
must be
deployed
first

★ Recommended

Model 3 — Digital-
First + POD

PDF eBook at launch.
Print-on-demand
(Amazon KDP or
IngramSpark) activated
after demand is proven.

PROS

✓ $0 upfront print cost

✓ Amazon Kindle +
print listing
simultaneously

✓ No inventory risk —
printed per order

✓ ISBN available
through KDP at no
cost

✓ Print can be activated
at any time after
launch

✓ QR codes are safe —
platform is live before
any physical copies
exist

✓ Dynamic QR redirect
means URLs can be
updated even after
copies are in the wild

✓ Royalty margins:
~35–60% net per
print order
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for gifting or
conference use

✗ QR codes in any
printed excerpts
require the redirect
infrastructure

✗ Inventory risk: unsold
copies = sunk cost

✗ ISBN ($125) and
copyright registration
($65) if self-publishing

✗ Errata cannot be
corrected without a costly
reprint

✗ Shipping, warehousing, or
Amazon FBA fees
ongoing

✗ Returns and damaged
copy exposure

CONS

✗ KDP print quality is
slightly lower than
offset (acceptable for
B2B nonfiction)

✗ IngramSpark one-
time setup fee ~$49

✗ Interior layout must
meet POD specs
(standard author
responsibility)
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B-04 Cost Comparison

COST ITEM DIGITAL ONLY BULK PRINT (1K COPIES) DIGITAL + POD (KDP)

Production /
setup cost

$0 $3,500–$6,000 $0–$49 (IngramSpark)

ISBN Optional ($125) Required ($125) Free (KDP assigns)

Interior layout /
design

$0 (PDF from
Word/Canva)

$500–$1,500 (contractor) $0–$500 (KDP templates)

Lead time to
first copy

Launch day 12–18 weeks ~72 hours (KDP proof)

Inventory risk Zero High ($3,500+ at risk if demand
doesn't materialize)

Zero (per-order print)

QR code
dependency risk

None
(hyperlinked PDF)

HIGH — platform must be fully
deployed before print file
submission

Managed — platform live
before any physical copies
exist

Post-publish URL
changes

Yes (update PDF) No — requires costly reprint Yes — dynamic QR redirect
handles this automatically

Amazon
presence

Kindle only Full print + Kindle Full print + Kindle

Gross margin
per unit

~90–95% (PDF
delivery)

~40–55% (after print cost +
Amazon fees)

~35–60% (KDP royalty
structure)

Total launch
cost range

$0–$125 $4,125–$7,625+ $49–$574
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B-05 Key Risks — Physical Print

QR Code Hard Dependency

HIGH RISK

Physical print requires all QR codes to be
finalized before the print file is submitted to
the vendor. If any platform URL changes after
print (domain update, service path change),
every QR code in every printed copy is broken.
BFI's mitigation: dynamic redirect layer — QR
codes point to a stable BFI-controlled slug, so
the destination can be updated at any time
without reprinting.

Timeline Sequencing

HIGH RISK

A 12–18 week bulk print lead time means the
platform must be live and stable before you
can submit print files. If you commission print
before Week 7 MVP go-live, the books could
arrive before the QR destinations exist.
Mitigation: Digital-first eliminates this
sequencing constraint entirely — launch both
on the same day.

Upfront Capital at Risk

MEDIUM RISK

A bulk print run requires $3,500–$6,000 before
a single copy is sold. For a platform that hasn't
yet validated paying users, this capital is better
deployed toward user acquisition, sprint 7
delivery, or marketing. POD eliminates this risk
— you only spend when a customer buys.

Inventory Obsolescence

MEDIUM RISK

As your platform evolves — new tools,
rebranded features, updated QR destinations
— a printed first edition becomes a static
artifact. A 500-copy run sitting in storage for
18 months may contain outdated references
by the time it's distributed. POD solves this:
you can update the interior file and any new
orders reflect the current version.

Copyright & ISBN

LOW / MANAGEABLE

Copyright registration ($65) and ISBN ($125 if
self-publishing) are standard costs and low
risk. Amazon KDP provides a free ISBN for
books published through their platform.
Copyright must be registered by you directly
with the US Copyright Office — this is a
straightforward online process.
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B-06 Platform Architecture — What's Print-Ready at Each Sprint

The platform BFI builds supports all three book formats. The table below shows which features are
included, which are optional, and when they're delivered.

FEATURE DIGITAL ONLY POD BULK PRINT
BFI
SPRINT

QR code generation (UTM-
tagged)

✓ ✓ ✓ S3

Dynamic QR redirect layer Optional ✓ Recommended ✓ Required S3

Book hub landing page ✓ ✓ ✓ S5

Chapter-level deep link
pages

✓ ✓ ✓ S5

UTM tracking + PostHog
attribution

✓ ✓ ✓ S5

Printable QR code sheets
(PDF export)

Optional ✓ ✓ S5

Interior layout / typesetting Outside platform
scope

Outside platform
scope

Outside platform
scope

N/A

Cover design Outside platform
scope

Outside platform
scope

Outside platform
scope

N/A

Print vendor submission Outside platform
scope

Outside platform
scope

Outside platform
scope

N/A

Bottom line: The platform is print-ready by Sprint 5 regardless of which path you choose. Your book
format decision does not change BFI's development scope or your platform delivery timeline.
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B-07 Recommended Phased Book Strategy

The platform is the product. The book is a distribution channel. Your primary objective is to validate
monetization and scale paying users. A physical book is a traffic driver to that platform — it is not the
monetization vehicle itself. This framing clarifies the decision: optimize the platform first, then activate
print as a distribution channel once demand is proven and the investment is justified by data.

Recommended Phasing

Now → Week 7 (Sprint 3): Finalize manuscript content in parallel with platform build. Do
not submit to any print vendor until QR codes are live and stable on the deployed platform.

Week 7 — MVP Launch: Publish PDF eBook simultaneously with platform go-live. Enable
digital purchase and download from the book hub page. Begin tracking conversion from
book reader → platform trial sign-up.

Week 14 — Full Launch: If reader → platform conversion is tracking positively, activate
Amazon KDP print-on-demand. Zero incremental platform cost, immediate Amazon print
listing, no inventory required.

Scale milestone: When monthly POD sales consistently exceed 50 units, re-evaluate offset
bulk print (lower per-unit cost). At that point, the demand signal justifies the upfront
investment.

Budget impact: Choosing digital-first + POD avoids $4,000–$7,000 in upfront print costs. That capital is
better deployed toward post-launch user acquisition, additional sprints, or marketing — activities that
directly drive the platform revenue you're building toward.
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B-08 Questions to Resolve Before Finalizing Your Book Strategy

These questions will determine which path is right for your timeline and GTM plan. Happy to work
through these together.

1. Is the manuscript written or in progress? If it's final-draft-ready, how quickly can you get
to a clean layout file?

2. Does your GTM plan require physical copies by a specific date? Conference dates,
speaking events, or distribution partnerships with fixed deadlines change the calculus.

3. Do you have cover design and interior layout resources lined up? These are
prerequisites for any print path and typically require 2–6 weeks with a contractor.

4. Are you aware of the QR-to-platform dependency for physical print? Final platform
URLs must be stable before you can submit print files — we want to make sure that
timeline is factored into your planning.

5. Have you explored Amazon KDP POD? It provides full print + Kindle presence on
Amazon, free ISBN, no upfront cost, and no inventory risk — a strong starting point before
committing to a bulk run.
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