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The title is printed in bold against a white background with four concentric circles at the center of the cover and reads Billion Dollar Bullseye. The subtitle, in smaller font above the title, reads: Scale as big as you want, as fast as you want, and exit (if you want) on your terms. A quote below the title reads: Brilliant, innovative, creative, intriguing, and faintly disturbing. The product of a first-rate mind by Richard Koch, author of the bestselling The 80 forward slash 20 Principle. The author's name, Jonathan JCRON Cronstedt is printed, at the bottom of the cover.





Advance Praise

“Brilliant, innovative, creative, intriguing, and faintly disturbing. The product of a first-rate mind.”

—RICHARD KOCH, author of the bestselling The 80/20 Principle
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“A roadmap for ambitious entrepreneurs aspiring for business success.”

—PAUL ORFALEA, founder of Kinko’s
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“Whether you’re starting, scaling, or selling, this is a must-read. JCron has been there, done that, and is always on my speed dial when I’m stuck on strategy or growth. My favorite is the Recognition Referral Revenue Loop.”

—NEIL PATEL, New York Times bestselling author and creator of 1 of the 100 most brilliant companies by Entrepreneur magazine
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“Whether you’re a seasoned entrepreneur or just starting out, Billion Dollar Bullseye equips you with the tools, mindset, and roadmap needed to navigate the complexities of business with confidence and clarity.”

—FAISAL HOQUE, entrepreneur and #1 WSJ and USA Today bestselling author of Reinvent, Lift, and Everything Connects
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“JCron is the greatest business mind I know. Talking with him about business is a psychoactive experience. His ability to see the right path with pristine clarity and communicate flawlessly constantly blows my mind. So far, he has a 100% hit ratio with every piece of advice he’s given me. In fact, it’s gotten to the point that I’m nervous speaking with him because I KNOW that whatever he suggests is almost guaranteed to be the right move and thus the one I have to make. If you’re lucky enough to have JCron as a friend or mentor, it’ll be a lethal competitive edge you simply can’t replicate.”

—RIAN DORIS, cofounder and CEO of Flow Research Collective
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“JCron has provided us with invaluable insight—we’ve used his guidance to grow rapidly and evolve our business in ways that wouldn’t have otherwise been possible.”

—STEVEN KOTLER, 4x NYT bestselling author and cofounder of Flow Research Collective
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For my wife, Nicole, and my daughter, Morgan. You are the foundation of meaning and purpose in my life and the greatest source of joy and motivation imaginable.

For my dear friend and business partner, Kenny Rueter. Without your sprinkler toy, founder’s grit, determination, and vision for the #KajabiHero, this would never have been my journey.

For my parents, thank you for always supporting my ambition and drive.

For all the entrepreneurs, mentors, bosses, and friends who have shared knowledge and time with me and influenced my career, thank you.

For the entrepreneurial visionary and founder who is reading and seeking actionable knowledge to apply to your own growth story, this book is literally for you.
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Foreword from Kenny

It all started with a text.

In December 2011, a year after launching Kajabi, a mutual friend sent an email to Jonathan and me, introducing us and suggesting that we might be interested in doing business together. She closed the email with, “Here’s to a new partnership!” And wow, was she ever right about that.

I followed up her email with a quick text to Jonathan, which marked the beginning of a lifelong friendship and a life-changing ride on the rocket ship called Kajabi.

[image: A screenshot of the conversation between Kenny Rueter and Jonathan Cronstedt.]

Description
The conversation reads as follows: Jonathan: You bet; Kenny: I am adding your contact information in my phone. What is your last name again? Jonathan: Cronstedt, nickname is JCron, I also like long walks on the beach and Thai food; Kenny: ha ha, favorite flower; Jonathan: We are gonna have a damn good time.



And a damn good time we indeed had. Every bit of it.

At that time, Kajabi had just crossed the $1M ARR (Annual Recurring Revenue) mark. Despite this milestone, I was far from comfortable. Our product was rough around the edges, barely meeting my own expectations. To make matters more complicated, we had a vocal customer base eager to point out every flaw. Every morning I woke up with a gnawing fear: What if today is the day they’ve had enough of the bugs and decide to quit? I didn’t have a roadmap to success or any prior experience building a software company. What I did have, however, was a strong sense of purpose, incoming profits, and a product people actually wanted—key ingredients for success, as you’ll read in this book.

JCron and I quickly hit it off, and I was impressed by his expertise in direct response marketing and networking. I brought him on board as a consultant, acting as our affiliate manager to build relationships that could drive new business. This was going great until I took him to Starbucks and fired him because I had the opportunity to retain the services of an even more experienced marketer and couldn’t afford them both.

Don’t feel too sorry for him, though, because JCron returned the favor to me several months later after we re-hired him in a full-time capacity (this time as director of marketing), and he subsequently took me to Starbucks and quit so he could take on a CEO role at a company located in Austin. We stayed friends and kept in touch over the years, especially as he found success growing other businesses. At one point, JCron was working for a company based in Dallas, but he rented an office from Kajabi to use when he was in Southern California, so he always had a pulse on our business.

The third time was the charm. In 2016, JCron came back to Kajabi, this time stepping in as president and equity partner. JCron brought what I lacked to the partnership. Coming from a software background, I was technical and analytical by nature. My focus gravitated toward the product and what it needed to do to help our customers the most. JCron, on the other hand, brought a wealth of marketing and sales experience, a deep knowledge of the customers we were serving, and the uncanny ability to instantly conjure up the right words to say in any situation. I nicknamed him the “human teleprompter.” His party trick? Spontaneously delivering a pitch-perfect sales script for any of our customers’ businesses, no prep needed. The combination of our natural abilities and strengths, coupled with our intense desire to win and our unwavering grit to make that happen, helped us navigate that exciting journey from $6M to over $100M in ARR—in just five years.

Man, I wish I’d had this book back in Kajabi’s early days! We didn’t have a playbook, so we had to figure it out ourselves as we went along. Our journey was driven by intuition, lots of trial and error, and above all else, ALWAYS solving for the customer first (our purpose). We had a unique advantage at Kajabi: In addition to working every day at growing our own business, we had a front-row seat to our customers’ businesses as well. We observed the hurdles our customers faced and learned firsthand what led some ventures to flourish and others to flop. JCron excelled at empathetic listening, pinpointing customer pain points, and guiding them toward effective solutions. What he said always resonated with the customers, and he was able to masterfully analyze their businesses.

I’m thrilled JCron wrote this book. His wealth of knowledge and real-world chops can help countless businesses. Keeping that to himself would’ve been a real waste. Whether you’re just starting out in business, or are already well into your business’s growth, this book is a must-read. It is the road-map that I never had, and when I look in the rearview mirror, I realize that Billion Dollar Bullseye perfectly encapsulates the success we attained at Kajabi. This isn’t one of those books filled with catchy yet useless advice. It’s a hands-on guide to building a standout company. Building a business isn’t easy. This isn’t a paint-by-numbers book that you read and then expect to have instant success. I know what it’s like in the trenches, though, and sometimes when you’re too close to the problem, you develop tunnel vision. You either put too much focus on only a single aspect of your business or you overlook fixing the core of your business, and instead, grasp for new marketing tactics to try to stimulate growth.

Consider this book your roadmap. It’ll guide you through the seven key components of an epic company, in the order you should tackle them. For each component, you’ll get a self-assessment to honestly evaluate your progress, along with a heads-up about common traps others fall into.

Let me be clear: This book isn’t just a collection of good ideas—it’s a distillation of hard-won lessons from years of triumphs and setbacks. It’s as close as you’ll get to sitting down over drinks with JCron, a seasoned expert who’s seen it all and has the scars and accolades to prove it. We didn’t have a roadmap for Kajabi, but you don’t have to go in blind. This book is that roadmap, refined through real-world trial and error. Don’t just skim through it—dive in. Engage with the self-assessments, question your preconceptions, and prepare for a transformative experience. Give each word the attention it deserves, and you won’t just be reading about success; you’ll be living it. Here’s to building your own epic company and achieving unimaginable success. Turn the page and let your journey begin.

To your success …

—KENNY RUETER

Kajabi Co-Founder & Executive Director





What Is Kajabi?

Founded in 2010 by Kenny Rueter, Travis Rosser, and Andy Jenkins, Kajabi set out to simplify the creation and marketing of online courses and digital products. Starting as a small startup, it quickly gained traction as the demand for online education and digital content exploded. Kajabi’s user-friendly platform, robust features, and commitment to providing a comprehensive solution for online entrepreneurs and educators set it apart from the competition. As online learning and digital product creation continued to surge in popularity, Kajabi expanded its offerings and refined its platform, attracting a diverse user base of entrepreneurs, coaches, authors, and content creators.

In 2023, Kajabi made headlines by announcing that its 60,000 creators had collectively earned a remarkable $5 billion in lifetime gross merchandising value (GMV). This substantial achievement represents a staggering 528% increase in GMV since 2019 and more than doubling since the end of 2021. Notably, this $5 billion figure marks a significant jump from March 2020, when Kajabi reported over $1 billion in creator revenue. Furthermore, Kajabi is now valued at over $2 billion, following a capital raise led by Tiger Global, and including TPG, Owlrock, Meritech, Tidemark, and Spectrum Equity. Kajabi’s impressive growth underscores its pivotal role in the online education and digital content creation space, offering a comprehensive suite of tools and resources for launching and growing online businesses while empowering content creators to achieve remarkable financial success.

[image: The logo reads K A J A B I.]




Introduction

This book exists for two reasons:


	To connect with the right people and businesses I can advise, partner with, or invest in to broaden our collective global impact.

	To help you win as quickly as possible so that you’re excited about the potential of #1.



You’re busy, so I’ll get to the point: Zig Ziglar said, “You can have everything you want in life if you will just help enough other people get what they want.”1

Simply put, I want to help you get what you want.

I can’t promise this book will magically build you a billion-dollar valuation. What I can promise you is that within these pages is a method of scaling that has an undeniable, proven track record. I call this method the Bullseye Formula.

Take, for example, my most recent company, Kajabi. Discovering and implementing the Bullseye Formula, we took our annual revenue from $6M to over $100M and a valuation of over $2B (2,153% growth, all within five years).

Before the thinking that gave way to the Bullseye Formula, every time someone asked me how we got a $2B valuation I’d tell them, “I don’t know. It’s not like I have a seven-point, almost-never-fail, double-unicorn strategy.”

Now I do. And it’s in this book.

You may be wondering, “Is this book really for me? How is this book different from the thousands of others like it? Who is this ‘JCron’ guy anyway, and why should I trust him?”

All good questions we’ll get to, but first, let’s talk about you.

This book is for anyone who wants to grow their business to its maximum potential. This book is about taking your idea—the problem you solve for your customers—and scaling it far beyond your personal lifestyle goals.

If you’re like most of the entrepreneurs I talk to, you’re tired of the intellectual junk food—the tip, trick, and hack approaches that work great for shareables on social media but never bring actual results.

You may be ready to start your business. You may have already begun and are looking to scale. You may even be thriving in the marketplace but still want to reach that next rung on the ladder. Even after Kajabi’s $2B valuation, we wanted to expand, to explode, and to reach exponentially higher levels.

Regardless of where you are in scaling, this book will be impactful for you. You will gain clarity on what to focus on, awareness of what needs to be modified, and strategic wisdom for how to position your business for growth and, if you want, exit.

Is this a start-up book selling dreams of three-hour workdays and a luxurious lifestyle that is attainable with little effort? No.

This book is for serious entrepreneurs who understand that you cannot escape the responsibility of tomorrow by evading it today.2 (I didn’t make that up—Abraham Lincoln did, a man who knew a thing or two about leadership.)

I wish I could tell you I was born knowing these game-changing principles, but I’ve had quite the journey to get here.

From telemarketing in high school to harassing the owner of a Lamborghini Diablo VT Roadster for coaching advice, I did whatever I could to learn as much as possible about sales, business, and what it takes to be successful.

And it’s not been without its pitfalls. I’ve made it big and lost it all. I once bought my parents a house and had to turn around and help them move out. I lost everything—their house included—in the real estate market back in 2008. If you’ve been bankrupt, or are bankrupt, take heart; I too earned that T-shirt.

(Here’s me, two years before bankruptcy, in a very different T-shirt, with a Lego guy for some odd reason.)

[image: A photo shows the author Jonathan seated beside a figurine built using Lego blocks.]
The man at the closing table that day was not the man who returned to the closing table when I had to give back the keys. Not only had I let myself down, but I’d let down two people who had worked incredibly hard to give me the opportunities I felt I’d fumbled. I was ashamed of what I perceived to be a massive professional and personal failure.

As with most defeats, there were lessons to be learned in the aftermath. I took this wisdom and applied it to new ventures. I’m deeply grateful for the success I’ve found. But believe it or not, I’m just as grateful for the success I’ve helped other entrepreneurs find. Entrepreneurs like you.

The good news is that you can bypass all the tough lessons I learned from categorical failure and execute with confidence, having the formula that will result in a 7, 8, 9, or 10-figure outcome.

Full disclosure, you should know that 3 out of every 5 million companies have the chance of becoming a unicorn. That’s a .00006% chance you have of starting a business and hitting it that big.3

If that’s your goal, congratulations. We’re going to talk about the exact formula to shift the odds in your favor of becoming one of the .00006%.

And good on you for setting big goals. Small goals, in my experience, simply have no magic.

Regardless of your financial goal, if you shoot high and implement these strategies, you’ll still have a better business than you do right now.

I can guarantee it.

My only disclaimer about this formula is that it absolutely can make you rich—rich enough to have an existential crisis.

I recently saw an article from Harvard Business Review titled, “Dealing with the Emotional Fallout of Selling Your Business.”4

Not exactly what you’d expect on the other side of this journey. But when I found myself a board member of Kajabi and no longer its president, that’s exactly what I experienced—a season of purposelessness. But even there, in the emotional cellar of “What’s next?,” I found meaning and learning.

Now, let me be clear. No one is going to feel bad for you after success. But despite that fact, I’m positive you’ll still want to experience that existential crisis for yourself. I’m thankful I did.

If you’re like me, you probably got into business because you want to get out of business—whether that means you want to exit or systemize and start collecting passive income checks.

I love growing companies, and if there were a dysfunction to describe my love of entrepreneurship and working with entrepreneurs, I’d self-identify as such.

In an increasingly complex and overly politicized climate, I believe entrepreneurship is the single greatest transformational force in our world and that it may be just the thing that saves it.

Let’s roll …

—JONATHAN “JCRON” CRONSTEDT



1 Meier, J. D. “Great Zig Ziglar Quotes.” Sources of Insight, 2024. https://sourcesofinsight.com/zig-ziglar-quotes/.

2 BrainyQuote. “Abraham Lincoln Quotes.” BrainyMedia Inc., 2024. https://www.brainyquote.com/quotes/abraham_lincoln_101733.

3 The Review. “There’s a .00006% Chance of Building a Billion Dollar Company: How This Man Did It.” First Round Review, n.d. https://review.firstround.com/theres-a-00006-chance-of-building-a-billion-dollar-company-how-this-man-did-it/.

4 Giesea, Jeff. “Dealing with the Emotional Fallout of Selling Your Business. Harvard Business Review, September 1, 2015. https://hbr.org/2015/09/dealing-with-the-emotional-fallout-of-selling-your-business.





Chapter 1 The Bullseye Formula: How It Works


Expanding Your Bullseye

This is the last book you’ll ever need to scale your business. It’s industry agnostic, meaning it can help you regardless of the market you serve.

These foundational scaling principles are best captured and communicated with the visual of a dartboard.

If you’re looking at a traditional dartboard, you may think you’d win by hitting the same bullseye multiple times, but you’d be wrong. There are four spots on a dartboard that are worth more than the bullseye. In our case, the dartboard is a metaphor for your business, and the goal isn’t just to hit the bullseye but to expand it.

[image: A diagram represents a dartboard with seven concentric circles, with “purpose” at the center. The circles are labeled from the innermost to the outermost as profit, product, prestige, promotion, persuasion, and people.]
Figure 1 The Bullseye: Purpose


Let me explain.

If you follow the Bullseye Formula correctly, you’ll see that moving from the center bullseye outward, then mastering each successive ring, will only increase the size of the bullseye, and in doing so, increase your odds of success.

That’s the magic of the Bullseye Formula. You simply can’t miss if you’re throwing at a bullseye that’s bigger than everyone else’s.

Each ring of the dartboard is dependent on the one that precedes it, and so it is with the effectiveness of your business. Your success in scaling is dependent on giving each ring the proper attention and weight according to the structure of the dartboard.

The three inner rings, Purpose, Profit, and Product, are your core three. They are foundational. They are worth more than any of the outer rings that follow. If you master Purpose, your next area of focus is Profit. Once you’ve become profitable, your bullseye is not just the size of Purpose but the size of Purpose and Profit. Add in nailing Product, and you’ve tripled the size of the bullseye and tripled your odds of success.

[image: A diagram representing a dartboard with six concentric circles reads “profit” and “purpose” at the center. The circles are labeled from the innermost to the outermost as product, prestige, promotion, persuasion, and people.]
Figure 2 The Expanded Bullseye: Purpose and Profit


[image: A diagram representing a dartboard with five concentric circles reads product, profit, and purpose at the center. The circles are labeled from the innermost to the outermost as prestige, promotion, persuasion, and people.]
Figure 3 The Expanded Bullseye: Purpose, Profit, and Product


The remaining rings—Prestige, Promotion, Persuasion, and People—are amplifiers. Imagine they’re like the spots on a traditional dartboard that double or triple the score. When you have your three core rings interlocked, and you hit the Prestige, Promotion, Persuasion, or People ring—ding! ding!—that hit increases the size of your bullseye exponentially.

Remember, the amplifiers only work if you have the core three nailed down. If you get stuck or don’t solve a product problem and happily skip ahead to the next ring, you will become dependent on other aspects of your business with less and less leverage to grow your venture.

It is essential to follow the formula from the center target outward. Be purpose-driven before you look at profit potential, before you dial in your product, and so on. A lack in one area puts more pressure on the subsequent ring, making it more difficult to build something that can sustain the revenue and growth you need to achieve your Billion Dollar Bullseye.

Believe me, you don’t want to miss a ring and find that you’re solely reliant on People as your Hail Mary for a successful business. You’ll find out quickly that “A-players” don’t want to fix a dumpster fire.

Without following the flow of these concentric rings, in order to scale, you’ll have to rely on overemphasizing, over-resourcing, or overcommitting to other areas to act as a surrogate or support to compensate for the foundational structure of your business. There’s absolutely no blame in that, either. It’s not like there was an industry-agnostic formula for how to lay the foundation of your business for scaling to a double-unicorn valuation …

Until now.

Let’s go back to your dartboard. As you’re aiming at a larger bullseye, you’re going to have more control over outcomes. Which is great—if you understand that not all rings are created equal. Some of the rings represent targets that are massive needle movers while some amplify attention or audience, and others are only effective if you’ve mastered the rings preceding them.

The question is: How do you figure out which ring (target) is important? Unbalanced performance often isn’t realized until you’re reaping what you sowed. The Bullseye Formula is designed to keep you knowledgeable of what rings are important and provide confidence in your approach to mastering each one.

When I look back on my early experience growing a business, I placed way too much of a burden on People, Persuasion, and Promotion to support and supplement
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“Brilliant, innovative, creative, intriguing; and faintly disturbing.
The product of a first-rate mind." =RICHARD KOCH,
author of the bestselling The 80/20 Principle

Jonathan JCRON Cronstedt
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