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iHouseDesign’s profitable future is iBrain as a product. The agency

becomes a deliberately un-grown cash floor that funds the transition —

not the thing we try to grow.

The decision

For two years the open question has been “grow the agency or systematize it.” This

thesis closes that question. The answer is neither — it is convert. The agency is not the

company we are building. It is the boat we stand on while we build the real company.

That company is iBrain.

This document exists so the decision stops being reopened every quarter. Once

committed, it is the lens for everything that follows.

Why the agency model cannot reach the goal

The target is roughly $20,000 / month in profit-grade revenue. Every bottleneck that

blocks it is an agency bottleneck — creative direction that routes through the founder,
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proposals the founder ghost-writes, costs that rise one-for-one with revenue, and ~80%

of recurring revenue resting on a single anchor client.

These are not failures of effort. They are properties of the agency model. In an agency,

the founder is the product — so the business cannot grow faster than the founder’s own

hours, and those hours are full. You cannot fix your way past the ceiling. The ceiling is the

model. Even the phrase “$20,000 in billing” is agency language: billing is hours and

services. The real goal is revenue that does not cost the founder a proportional amount

of himself.

What iBrain is

iBrain is the intelligence layer built to run iHouseDesign’s own operations — it ingests the

studio’s communications, detects dropped questions and stalled work, and surfaces

what needs attention. It is already built, and used daily.

In structural terms it is what AWS was to Amazon: infrastructure built to run the

company that turns out to be worth more than the business it was built to serve. It is

the one revenue line that does not consume the founder, does not require ghost-written

proposals, and does not scale cost one-for-one with revenue.

The path is proven

This exact transition has been made before. A small web-design studio builds an

internal tool, realises the tool is worth more than the client work, and over a few years

becomes a bootstrapped, highly profitable software company — no investors, no

headcount explosion, profitable the whole way. The path is known. It is not speculative,

and it does not require capital iHouseDesign does not have.
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What we will do

Freeze the agency at its clean, low-touch, profitable core — the anchor client and the

quiet hosting accounts.

Reclaim the founder’s hours from creative direction, proposal-writing and error-

catching, by installing a system and a real operations layer.

Point every reclaimed hour at one objective: iBrain to its first paying customer, then

its tenth.

What we will not do

Not chase more agency clients.

Not hire another traditional salesperson.

Not add service lines.

Not take on messy, high-drama, low-margin accounts — and in fact, let some of them

go.

Not reopen this decision every quarter.

The test for every decision

Does this move us toward revenue that does not cost the founder a proportional

amount of himself — or deeper into agency labor? If the latter, the answer is no.

The profitable company is not something iHouseDesign has to go and find. It is already

here, half-built, called iBrain. The work is to finish it — and to treat the agency, honestly

and deliberately, as the scaffolding that funds the finishing.
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CLAUDE RESPONDED · IN THREE SENTENCES

iHouseDesign isn’t held back by weak sales or weak effort — it’s that every path to

a new dollar runs through you, so the business can’t grow faster than your own

hours, and no amount of fixing changes that because the agency model itself is the

ceiling.

So stop trying to grow the agency: reprice the David Drebin retainer now for an

immediate ~30%, shrink the agency into a lean, low-drama cash floor, and pour

every freed hour into one product — built as a tool, not staffed with people — that

earns without consuming you.

You’re not a hostage and intelligence was never the missing piece — the trap is a

structural design flaw, and because you’re the one who built it, you’re also the one

person who can rebuild it.
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