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Prepared for: Opus-level LLM strategic analysis

Data sources: invoices.db, expenses.db, communication_master.db, emails_archive.db,

Google NotebookLM (Operational notebook Jul 2025–Mar 2026)

Date: May 21, 2026

Goal of this document: To capture the complete cluster of interlocking constraints

that prevent iHouseDesign from generating $15,000+/month in founder profit, in a

format that allows an LLM to reason across all constraints simultaneously rather than

addressing them in isolation.

PART 1 — FINANCIAL BASELINE (from databases)

Revenue

Primary client: David Drebin (DD) — ~$4,900/month average (2026 YTD)

March 2026 invoice breakdown ($4,942.50):

Adroll management: $450

Instagram Ads: $650

Newsletters: $1,200

AI Interiors / Reels: $655

IHOUSEDESIGN

Document Library

enter password

UNLOCK

6/8/26, 12:15 AM Structured Business Constraint Document · iHouseDesign

http://127.0.0.1:57748/ihousedesign-constraint-document/ 1/14



Email lead list: $400

Website maintenance: $1,587

AI Interior credit (applied): –$420

Total invoiced since ~2006: $450,284 across 175 invoices — NOT the $1M

David Drebin claims

Recent monthly range: $4,500–$5,200 (flat, no growth trajectory)

Other clients: Legacy CMS/hosting/CAST subscribers — billed $300–

$500/year or $165–$265/month flat, largely silent, low-admin

Contractor Costs (monthly, 2026)

CONTRACTOR ROLE COST/MONTH NOTES

Ivan K Graphic design, AI

interiors

~$950 Moscow-based, flat rate,

NOT in Upwork DB

Mira (Mirjana

Rupar)

Creative director, DD

account lead

~$655 $12/hr effective, Upwork

Hendra Server infrastructure ~$181 $10/hr, Upwork

Mujtaba Technical / outreach ~$214 ~$4.25/hr, Upwork

Total visible ~$2,000/month

Visible Margin

DD revenue ~$4,900 minus ~$2,000 contractor cost = ~$2,900/month

apparent margin

Actual founder profit: ~$3,500–$4,750/month (includes some legacy client

revenue)

Gap to $15,000 target: $10,250–$11,500/month

The Hidden Cost

Arseni's time is not priced into any invoice
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Every service line that runs requires Arseni's invisible input (see Part 3)

The "margin" above is accounting fiction — it excludes the founder's labor

PART 2 — REVENUE CEILING ANALYSIS

Why $4,900/month is the ceiling, not a floor

The retainer was never scoped against Arseni's actual involvement.

The DD retainer price was set historically and has grown in scope without

proportional pricing increases. The March 2026 invoice includes six distinct

service lines. Each has expanded:

Instagram Ads originally excluded Mohammed's replacement cost — now

requires finding/managing new person

Email lead list was 6,000 leads/month; the technical pipeline broke under

Mohammed's neglect (138 days inactive); Arseni worked 4AM sessions to

recover it

Website maintenance absorbed new requests (image proportions, technical

debt) inside flat billing

The weakest link: Instagram Ads ($650/month)

Mohammed resigned Feb 11, 2026 — this line is now unexecuted or jury-

rigged

David Drebin is already skeptical of the ROI on Instagram ads

Arseni's diagnosis: raise this component significantly or drop it entirely

Dropping it simplifies the retainer, removes a headcount dependency, and

could justify a net price increase on the remaining lines that actually work

DD pricing headroom:

David Drebin has paid $450,284 over the relationship
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On April 28, 2026 call, David called the current invoice "fair, worth it"

David explicitly mentioned a $1,000/month video vendor he uses (33 videos,

zero revisions) as a benchmark of what he considers good value

Arseni's estimate: David would pay more if the scope were clearly articulated

and the relationship properly framed

PART 3 — THE FOUR INVISIBLE LABOR TAXES (Arseni's unpaid

functions)

These are the four functions Arseni performs that are not billed, not delegated,

and not documented as scope — but without which iHouseDesign cannot

operate.

Tax 1: Creative Direction (Ivan dependency)

The pattern: Ivan K operates as a rapid visual prototyper. He generates mockups

at speed. But every significant client-facing decision routes through Arseni.

Documented question types Ivan asks Arseni:

Composition & framing: "Арсений скажи что думаеш про такие облака"

(Arseni, tell me what you think about these clouds)

Color & lighting: "Арсений ты согласен с такими цветами" (Arseni, do you

agree with these colors?)

Client strategy: "Арсений что-то из этих версий покажем Девиду?" (Arseni,

should we show any of these versions to David?)

Process sequencing: "что является правильным шагом на данный момент?
Можем ли мы показать этот рендер Джейсону или сначала попросить
Сергея сделать второй рендер?" (What is the right step? Can we show this to

Jason or get a second render first?)
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Volume: Ivan sends 130–140 creative direction questions/month to Arseni. Arseni

responds to ~89–106/month.

The SOP states: "David sees nothing that has not passed through Arseni first.

This is not a control mechanism. It is a translation layer."

Ivan's own awareness: Ivan explicitly asked for more autonomy on low-stakes

decisions to speed production — "Does it make sense to decide such things

without you, so as not to distract you with every banner?" — Arseni agreed in

principle but the structural change never happened.

Constraint summary: Ivan is not a creative director. He is a highly skilled

executor with no client aesthetic judgment. Adding more Ivan hours without

adding Arseni's direction hours yields zero incremental output. The constraint is

Arseni's bandwidth, not Ivan's capacity.

Tax 2: Business Development (ghost-writing)

The pattern: Arseni writes all client-facing proposals, estimates, and BD emails.

These are sent from Mira's email address (mira@ihousedesign.com). Mira is the

sender; Arseni is the author.

Documented evidence: The David Martinez website deal ($7,500, closed May 7–

20, 2026) — full email thread ghostwritten by Arseni from the Estimates

Telegram channel. Mira was not the author of any substantive email in that

thread.

Implication: "Mira handles BD" is not accurate. Arseni handles BD through Mira's

account. Mira executes once the deal is scoped and priced. This cannot be

delegated until Arseni trains someone to write at his quality level — which has

not happened.

Constraint summary: Every new client acquired requires Arseni's writing time.

Mira's capacity is execution capacity, not acquisition capacity.

Tax 3: Verification Layer (error catching)

The pattern: The team executes tasks but does not verify quality before delivery.

Arseni is the terminal verification layer.
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Documented failure modes:

1. Mathematical errors in invoices: Nina multiplied Ivan's $192 invoice by 6 (total

items), generating a $1,152 line item that made no sense. Arseni caught it. She

also sent a $4,935 invoice that broke David Drebin's $3,000 maximum with

broken links included.

2. Billing internal work to clients: Ane drafted an invoice including "video library

restructuring" and "extraction of Python scripts for batch renaming" — internal

housekeeping billed at client rates. Arseni caught it and walked her through

removal line-by-line.

3. Double-billing: Andre billed for Instagram Ads and newsletter work twice —

once via milestones and once via hourly contract.

4. Fake completions: Mohammed and Nina closed Asana tickets for 6,000 email

leads delivery; deliverables did not exist in Dropbox. Because the client had

been told the work was done, Arseni was forced to perform technical

recovery himself, working until 3–4 AM.

5. Fake blockers: Mohammed used "PC server is unstable" to abandon the email

leads project for 138 days. Arseni spent a weekend organizing a taxi for a

developer in Moscow to physically retrieve the server.

6. Creative slopwork: Milan (3D renders) delivered work Arseni called "beyond

ugly" — trucks leaning incorrectly, unnatural lighting, graphics misaligned —

then left for an Italian vacation without uploading source files to the cloud,

forcing Arseni to manually fix renders using Photoshop and AI tools before

client presentation.

7. Hendra billing dead work: Hendra logged billable hours carefully shutting

down a website for Jacob Museum Strategies — a client who had not paid in

two years. He also backs up dormant websites for cancelled clients.

Arseni's own benchmark: "The test: Can I go a full week without catching an

operational error?" — The answer, as of the data available, is no.

Constraint summary: The team's output is not trustworthy without Arseni's

review. Every hour Arseni spends catching errors is an hour not spent on creative
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direction, BD, or strategy. The verification tax is not predictable — it surfaces as

surprise weekend and late-night work.

Tax 4: Client Emotional Management

The pattern: For key relationships (especially David Drebin), Arseni provides the

emotional continuity and strategic re-framing that keeps the client relationship

stable through failures.

Documented evidence: April 28, 2026 call (David Drebin Business Reset) —

Arseni managed a period described as a "BD crisis" while simultaneously

handling David's London Photo deadline. David expressed loyalty precisely

because Arseni personally engages at the strategic level.

Constraint summary: This tax is smallest in time but highest in risk — one

unmanaged client relationship moment can collapse the entire retainer.

PART 4 — WHAT RUNS WITHOUT ARSENI (the three working

systems)

Based on NotebookLM analysis, three service lines demonstrably run without

Arseni's intervention:

System 1: Newsletters (DD)

Executor: Alexander Vishtak (execution) + Ivan K (design) + Mira (coordination)

Evidence: Arseni explicitly named this as the gold standard — "Some projects

run smoothly without me — like newsletters — because there's an SOP and a

REPEATABLE process."

Why it works: Strict SOP, repeatable format, no subjective client-facing

decisions required

System 2: Social Media / Reels (DD)
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Executor: Mira Rupar

Evidence: David Drebin praised Mira's independence — "She showed she

could do good work without me. She doesn't ask me what I think... It works so

which is great"

Arseni formally recognized this: "Mira OS → push → coordinate → escalate"

Why it works: Mira has internalized David's aesthetic preferences from years

of direct communication

System 3: DD Ad-Hoc Support

Executor: Mujtaba / Mohammed (data pulls) + Mira (PM)

Evidence: SOP explicitly mandates "Ship first: Send directly to David without

waiting for [Arseni's] review"

Arseni's own words: "Few systems work well at iHouseDesign but this DD

support system is working great now I think"

Why it works: Defined scope, low creative complexity, pre-approved delivery

standards

Pattern across all three: Repeatable process + SOP + low creative ambiguity =

Arseni not required.

PART 5 — THE SILENT REVENUE BASE (underutilized asset)

Legacy CMS / CAST / hosting clients generate revenue with zero creative

direction, zero BD involvement, and zero verification overhead. Arseni does not

actively manage these relationships.

Top lifetime billers (all in this category):

CLIENT LIFETIME REVENUE

Rooster Post Production $51,236
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CLIENT LIFETIME REVENUE

Freesociety.tv $46,177

Liz Laine Reps $41,996

Cecconi Simone $37,287

Centre Ring $31,689

Instil Productions $24,395

Shared characteristics:

Creative / production / design industry

Infrastructure-dependent, not custom-design-dependent

Flat-fee billing ($300–$500/year or $165–$265/month)

"Silent" clients — no revision cycles, no subjective debates

Arseni's admission: "I don't even talk to old clients because nothing gets done

in terms of custom work"

Constraint summary: iHouseDesign has already proven it can generate

significant revenue per client with near-zero founder involvement — but only

when the service is infrastructure, not creativity. The studio is structured to sell

creativity, which requires Arseni, while its most autonomous revenue comes from

infrastructure.

Riaan ownership expanding: Riaan Jacobs has successfully taken full ownership

of Plutino Group (EPS rebuild) and is being positioned for Rooster Post's SEO

needs. This is the only currently functional example of account ownership

outside Arseni.

PART 6 — ARSENI'S OWN CONDITIONS FOR STEPPING BACK
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From Arseni's direct statements in calls and Telegram, the conditions he names

as necessary are:

1. A functioning verification layer: "Success looks like: I can send invoices

immediately when you hand them to me. Zero 'wait, why is this...?' questions

from me. The test: Can I go a full week without catching an operational error?"

1. An enforcement layer that creates urgency without him: "Your main job is to

make sure things actually happen. That means: Follow up on overdue tasks...

Make consequences real... Protect my time by stepping in early — so I don't

have to fix everything at week 2 or 3." He defines a real PM as: "A real PM is a

pressure system — someone who pushes the truth to the surface."

1. Someone to do "the hunt" (new business acquisition): "I don't need anyone to

manage my current situations. I need someone to find me new hunt. I need to

build the brand." And: "I don't think it's a good use of my time, because I

should spend my time getting more clients, and doing marketing, and not just

babysitting."

1. Human accountability over automated systems: "Automation can reduce

workload, but it can't replace human responsibility. The goal isn't zero humans

— it's high-leverage humans who supervise, document, and keep systems

honest. Automate the repeatable, own the exceptions."

What Arseni has NOT named as a condition:

A specific revenue target before stepping back

Replacing himself with a creative director (he has not articulated this path)

Growing the client base before systematizing (he's oscillated on this)

PART 7 — THE CONSTRAINT CLUSTER MAP

The constraints are not independent. They form a loop:
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Arseni's aesthetic judgment → is the product iHouseDesign sells
        ↓
Ivan cannot direct clients without Arseni → every design job requires Arseni
        ↓
Arseni ghost-writes all BD → every new client acquired requires Arseni
        ↓
Team verification failures → Arseni is the error-catching layer
        ↓
Arseni is consumed → no bandwidth for "the hunt" (new business)
        ↓
Revenue stays flat at ~$4,900/month → profit stays at ~$3,500–$4,750
        ↓
To grow, need more clients → but acquiring clients requires Arseni
        ↑ (loop closes)

This is not a staffing problem. Adding more Miras, more Ivans, or more Mujtabas

without breaking this loop will not change the profit ceiling. The loop can only be

broken at one of these specific points:

Break Point A — Price the existing work correctly

Raise the DD retainer to reflect Arseni's actual creative direction involvement

Drop Instagram Ads ($650) if the replacement person cannot match

Mohammed's standard

Net effect: same or more revenue, less Arseni involvement per dollar

Break Point B — Systematize Ivan's creative direction

Build the creative brief / aesthetic framework Arseni uses internally into a

written document

Train Ivan to self-approve on composition/color within defined parameters

Net effect: reduces Ivan → Arseni questions from 130/month toward 30–

40/month

Break Point C — Separate the BD function from Arseni's writing

Arseni dictates, someone else drafts; OR Arseni templates, someone else

adapts

This requires a writer who understands high-end creative client psychology —

not Mira
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London Photo (upcoming) is the highest-value near-term opportunity for new

DD-model clients

Break Point D — Add a real enforcement layer

Arseni has described this repeatedly: "a pressure system"

Tia was onboarded May 19, 2026 (Trackabi) — unknown scope/capability

Historical failure: Nina, Ane — both offboarded without ever functioning as

true enforcement

Hiring priority stated: "Operations manager/enforcer — urgency-imposing,

self-propelling, low consultation overhead. Not yet executed."

Break Point E — Sell infrastructure to more clients

The silent legacy clients prove the model works: flat-fee, infrastructure, no

creative direction

iBrain as a service ($2,000–$2,500/month) to 3 agency owners is the most

Arseni-leveraged new revenue path

This does not require Ivan, does not require ghost-writing, does not require

creative direction

PART 8 — RADICAL OPTIONS (for Opus analysis)

1. Raise + simplify DD retainer — Drop Instagram Ads, reframe remaining

services at higher price. David is loyal, will pay, called current invoice "fair." Net

gain: ~$500–$1,500/month, minus Mohammed-replacement cost.

1. London Photo pipeline — David's upcoming London Photo appearance is a

live BD opportunity for DD-model clients. These are high-net-worth fine art

collectors who already trust David. Arseni at London Photo = highest-leverage

2026 BD moment. Current status: unknown whether Arseni attends.

1. iBrain as product — Sell the iBrain infrastructure (Telegram integration, call

processing, SQLite memory, NotebookLM pipeline) as a managed service to 3
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agency owners at $2,000–$2,500/month. Revenue: $6,000–$7,500/month

for a system already built. Requires: productization doc, 3 conversations with

target agency owners.

1. Ivan creative brief document — A 10-page written "Arseni aesthetic standard"

that Ivan uses to self-approve low-stakes decisions. Cost: Arseni's 4–6 hours.

Benefit: eliminates ~60% of Ivan → Arseni daily questions permanently.

1. Fire the verification loop — Stop catching every error. Implement a policy: if

an invoice goes to the client with an error, the contractor who made the error

absorbs the correction cost. This is the only intervention that changes team

behavior structurally.

1. Mira as creative director — Formalize Mira's role so she takes Ivan creative

direction questions instead of Arseni for DD-specific work. She already knows

David's preferences. This is partially happening (social/reels). Extending it to

AI interiors and design would free Arseni's most frequent Ivan interruptions.

APPENDIX — DATA VERIFICATION STATUS

CLAIM SOURCE CONFIDENCE

DD revenue ~$4,900/month invoices.db High — 3 months

confirmed

Ivan costs ~$950/month ibrain_context.md (not in Upwork

DB)

High — manually

confirmed by Arseni

Contractor total

~$2,000/month

expenses.db upwork_entries High

Ivan sends 130–140

questions/month

communication_master.db DM

query

High — April + May

2026 counted

138 days Mohammed project

abandonment

NotebookLM Operational notebook Medium — single

source in transcript
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CLAIM SOURCE CONFIDENCE

Legacy client lifetime billings invoices.db pdf_text aggregated High

David Martinez deal $7,500 emails_archive.db full thread High — complete email

chain confirmed

Arseni ghost-writes all BD

emails

communication_master.db

Estimates channel

High — Arseni

confirmed directly

Tia onboarded May 19, 2026 ibrain_context.md High — explicitly noted

DD total lifetime: $450,284 invoices.db SUM(amount) High — database query
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