
7 Killer
Podcasting 
Mistakes (And How To 
Avoid Them)



What’s up!
I’m Matthew Bivens
and I made a ton of mistakes when I launched my first podcast 3 
years ago. My time since then has been spent learning, trying new 
things, optimizing, and figuring out what works. 

Your path to a thriving podcast doesn’t have to be as bumpy as mine. 
The 7 mistakes in this guide are completely avoidable, and I’m going 
to show you how to side-step them and strut your way to success!
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Not having a clear end 
goal
How is your podcast supporting your business or your brand? 

It’s easy to get caught up in the podcasting excitement and fail to think about what you actually want your 
podcast to do. Many podcasters fail right out of the gate because they skip this crucial step. 

Your end goal could be anything:
● to build leads for your business
● sell products or services
● establish you as a thought leader in an industry
● grow or support your community
● connect with people around the world
● make people laugh, or think or hate your guts

Whatever it is for you, make sure you clearly define the purpose of your podcast before you hit record for the 
first time. 
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To avoid not having a clear end goal, here’s what you do:

Create your Podcast Vision. 

Think of your show as a step in your “funnel” (a fancy marketing term for guiding people where you 
want them to go). In your ideal world, what would you love every listener of your show to do right after 
they finish an episode? Once they do that thing, what do you want them to do next? And after that, 
what’s next?

….you get the picture.

What you’re creating here is your unique funnel. You’re envisioning progression you want your 
listeners to take.

Write down on a sheet of paper the steps in your funnel. Your end goal is that final thing that you 
want them to do. 

Here’s a simple example funnel where the podcast is the beginning and a sale is the end:
Listen to my helpful podcast

>> visit my website to download my free ebook (which I plug in my podcast)
>> set up a demo with my company

>> buy our services
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Making it about you
I know you’re super smart and are probably a subject matter expert in your industry. But here’s the thing, your 
podcast is not for you.

It’s 100% for your LISTENER.

They are the ones choosing to listen to your show or not. They are the ones recommending it to their peeps. 
They are the only ones you should be thinking about when crafting episode ideas. 

But you cannot do that well if you aren’t crystal clear on who your ideal listener is.

This is where Listener Personas comes in. Also known as Avatars (yes, like the movie).

Your Listener Persona is a fictional representation of your ideal listener. It describes their demographic info 
(age, sex, etc.), as well as their psychographics (likes, dislikes, habits, etc.). 

And you can have multiple, you don’t need to try and limit yourself to just one.

When you set out to make a show for your ideal listener, you give yourself the best shot at winning. 
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To avoid making it about you, here’s what you do:

Create Listener Personas. 

These are the things you want to write down:
● Demographic info
● Things that keep them up at night (aka pain points or challenges)
● What a day in their life looks like
● The issues they wish you could fix in their lives

It’s also a good idea to put a name and face to your Listener Personas as well. This makes them more 
real.

BONUS TIP: If you’re having trouble thinking about this person, a great exercise is to pretend 
you're at a coffee shop working on this exercise, and your ideal listener walks in the door in front 
of you. Describe them. What do they look like? What books are they carrying with them? What’s 
on their mind? Where are they headed? What is frustrating them that day? What is their evening 
routine?

The more granular you’re able to get in describing your ideal listeners, the more powerfully you’ll be 
able to address their needs and wants in your podcast episodes. 
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Underestimating the 
time commitment
It takes time to produce a great show. Time to develop episode topics that will resonate with your listeners. 
Time to record an awesome episode. Time to edit that awesome episode and turn it into a finished product. 
Time to publish that great episode and to promote it all over the place to make sure it’s heard.

Here’s an idea of how long it can take to produce and promote a 30 minute show:
● 15-30 minutes to outline your idea (maybe more if you’re doing interviews)
● 45 minutes to record (15 for setup and check gear, 30 to record)
● 30-60 minutes for editing
● 15-30 minutes writing show notes
● 30 minutes uploading to your host and publishing on your website
● 60 minutes promoting (you should spend 2x the time promoting as recording)

You’re looking at 3.25 - 4.25 hours PER EPISODE. 

Make sure that you understand how much time it will take you to create a great podcast before you jump in.

3

www.Done4UPodcasting.com



To avoid underestimating the time commitment, here’s what you 
do:

First, take a deep breath because it’s going to be okay. You can dramatically reduce the time it takes 
to create a podcast a few ways.

An effective method to reduce time is to do things in batches. Develop your episode ideas in 
batches (refer back to your Listener Personas for solid content ideas, OR have your listeners 
submit topics to you so you don’t have to do the work!) Record in batches (maybe do a 90 minute 
recording that you can edit into three 30 minute shows). 

Batching your work is the most effective way of reducing time.

John Lee Dumas from Entrepreneur On Fire famously records 8 episodes of his podcast EO Fires ALL 
IN A SINGLE DAY! If you suck it up and doing everything at once, it frees up the rest of your time for 
other things. 

You can reduce editing time by keeping your show simple: intro music + episode + outro music. 

There’s room to get creative here. But expect to spend a few hours each week working on your show.
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Lack of consistency
This is the bane of all content creators -- remaining consistent. It’s one of the most challenging things to do, 
yet it’s also one of the most important.

The reasons for slipping in consistency are all over the place, but the result is the same -- people forget 
about you, your content, and your message. 

Do you know who else forgets? iTunes and the other podcast players. And that means you fall from the 
rankings.

So how do you change this? How do you get like the podcasters who have been doing it for years and have 
hundreds of episodes under their belt?

Well, fixing podcasting mistake #3 sure will help! Many podcasters who call it quits do so because 
maintaining a show is too much work compared to the results they’re seeing.

(And the reason why they’re not seeing great results is probably because they spend 99% of their time 
recording and editing, and close to no time promoting and brand building!)

Getting clear on your bigger podcasting WHY and your GOALS helps as well (see mistake #1).
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To avoid lack of consistency, here’s what you do:

Develop efficient podcasting processes and set meaningful goals. 

Your podcasting processes will typically look like:
● Developing show ideas
● Recording
● Editing
● Publishing
● Promoting

Having systems in place for each of these things will save you time. 

Use your phone’s voice memo app to dictate show ideas when you have them. Make editing templates 
beforehand so all you have to do is insert your episode. Have a publishing checklist at the ready each 
time you sit down to publish. And have a promotion workflow to make sure you’re hitting all the 
channels you need to succeed. 

And make sure you’re setting meaningful goals from the get go. Having goals that are big yet attainable 
(with hard work), will keep you going when things start to creep into the less-than-fun-zone (the zone 
when it’s late at night and you need to get your episode out but all you want to do is watch Netflix). 
Having your trusty processes and keeping your eyes on the prize will help you remain consistent.
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Failing to build up a 
healthy backlog
Nothing sucks the fun out of podcasting quite like realizing you need to publish tomorrow and you don’t have 
an episode ready. At that point it becomes something you HAVE to do rather than something you WANT to 
do.

An easy way to avoid this is to always operate with a healthy episode backlog (and what I mean is having a 
number of episodes already complete and recorded and waiting to be published).

I recommend launching your podcast with 2 months of episodes 100% complete (edited, finalized and ready 
to publish). You’ll use up a bunch of them in the first couple of weeks post-launch. And then you’ll have a 
healthy cushion as you chug along.

If you’ve run out of your backlog and are recording the same day you publish (it’s happened to all of us), then 
block out some dedicated podcast time and make it a goal to rebuild it.
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To avoid failing to build a healthy backlog, here’s what you do:

Make it a goal to have 1 month of content 100% complete before you launch, at the very least. 

I personally recommend launching with 2 months complete, but if that seems unreasonable then drop 
that down to one.

Keep in mind that your launch strategy is to going to require a few more episodes than normal. Here’s 
the launch schedule I recommend:
● Publish 3 episodes on launch day (give the people something to binge)
● Pick another day that same week and publish 2 more episodes (iTunes loves content!)
● The following week, publish on your regular schedule

If you’re planning on doing a weekly show, then your initial launch month will call for 8 episodes (5 
the first week, 3 the following three weeks). If you’re taking my advice and launching with two full 
months complete, then you’ll need 12 episodes. 

BONUS TIP: If your show has been going for a while and you’ve found yourself out of content, then 
consider republishing old content. There’s nothing wrong with republishing one of your earlier or most 
popular shows. Consider that your listeners today may not have been with you since day 1, and so 
there’s a chance they’ve never heard your early stuff.
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Believing “if you build it 
they will come”
The idea that people will find your show simply because it’s good is inaccurate. Consider that there are so 
many things competing with your ideal listener’s attention. You must be doing something extra to stand out, if 
you want to be heard.

Having the “if you build it they will come” attitude is also what leads to podcasters calling it quits. Here’s a 
common thought process:
● “I’ll build a great show on XYZ topic, and grow a huge audience really fast!”
● “My show is out there and I’m ready to receive the love!”
● “I’ve gotten some downloads, but fewer than I was thinking”
● “It’s been a few months now and my downloads have plateaued…...this podcasting thing must not work, 

I’m outta here!”

Don’t be like those people! Realize that you need a combination of great content PLUS promotion and 
branding in order to grow your podcast. 
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To avoid believing “if you build it they will come”, here’s what you 
do:

First off, just get that idea out of your head. It does you no good.

Next, understand that there are many elements that go into having a show that people like:
● Content that connects with your ideal listener
● Good audio quality that meets your listeners standards
● Consistency in your publishing
● A promotional strategy with a plan and execution process
● Patience and adherence to your plan

Remove any of those elements and your chances of having a show that grows month to month goes 
downhill. 

We’re going to start sounding really redundant here, but go back and make sure that you have well 
defined Listener Personas, that you can handle the time commitment your publishing schedule 
requires, that you have a promotion strategy with a plan on how to execute it, and that you have the 
patience to go the distance. 

They will come, but you need to set yourself up for success. 
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Checking your numbers 
everyday
The final item on our list is a tough one. We all want to see how our show is growing day-by-day. 

But especially at the beginning, it’s for your own good to only check weekly (maybe even monthly).

Downloads are not your goal at the beginning. When you start your show your goal is to:
● Get good at your craft
● Understand better what your audience wants from you
● Remain consistent and follow through
● Engage with the people who engage with you

Checking your numbers each day is like planting a seed and hovering over the pot waiting for it to grow. It’s 
going to feel like it takes forever if all you do is stare at it.

Your show will pick up steam. Your job is to turn that steam into a roaring turbine that propels your podcast 
into the stratosphere! 
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To avoid checking your numbers everyday, here’s what you do:

Focus on creating a better show!! If you put your time and energy into that, checking your numbers 
won’t even be on your mind. 

I check my shows results at the end of each week. Seeing how many folks have been impacted by my 
shows is a great way to end each week.

There are occasions when you may want to check more frequently. If you’re doing something special 
with your show (like publishing a special series of episodes), or you have a sponsor who is wanting 
some reporting, or you’re trying some new things (like updating your keywords in iTunes), they you may 
want to check every couple of days to see if there’s movement. 

But 9 times out of 10, you can rest assured that your podcast is still there, still doing its thing, and will be 
there at the end of the week.
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That’s it!
Those are 7 killer mistakes that force many podcasters out of the 
game. Now that you know them you can avoid falling in those 
pitfalls, and can get onto creating an amazing show.

Podcasting has been absolutely transformative for my businesses 
and life, and I truly hope you find the same joy and results.

If there’s any way I can help you in your journey, please don’t hesitate 
to reach out. You can email me directly at mattcbivens@gmail.com. 

Oh, and one last thing...
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Now that you’re done, you’re 
probably thinking 1 of 3 things...

1 2 3
This guide was cool, I 
want more free stuff.

Click here to 
tell us what you want 

and we’ll make it.

I’m pretty sure I need 
some help. What do you 

do again?

Click here to 
learn more about 

our services. 

Enough, I just want to 
talk already!

Click here to 
grab a spot on our 

calendar.
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