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QUESTION

This team can execute product-type services pretty well. Look at

DD newsletters, Telegram channel — I don’t even look at their

designs and content. They do everything themselves.

Isn’t that a super important factor that you did not touch today?

ANSWER

You’re right, and you’ve caught a real flaw in how I framed it — so let

me own it precisely.

I leaned on a binary: low-ceiling agency work versus high-ceiling software

product. That binary skipped the most important category you have, and you’re

pointing straight at it — the productized service: a standardized, repeatable,

defined-scope service the team executes the same way every time, without you.

The DD newsletter line is exactly that, and the fact that you no longer even look

at the designs or content is not a small detail. It is the single most valuable proof

point in this whole picture.
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Two different problems

Here’s the specific thing I got imprecise about. I kept saying “costs scale 1:1 with

revenue, so the agency can’t scale” — but that conflated two different problems.

Costs scaling with revenue
A margin problem

Productized services still have costs that scale — you still need people to

execute each newsletter.

The founder scaling with revenue
The actual cage

If you’re not in the delivery loop, adding the 25th and 50th client does not trap

you further. The business gets bigger; you don’t. That breaks the actual binding

constraint.

So when I earlier called scaling newsletters with labor “a bigger cage,” that was

wrong — it’s a bigger business, and it’s a cage only for your margin, not for you.

Why the newsletter line escaped you

And the newsletter line tells you something even more useful than “we can do

this.” Look at why it escaped you — because the reason is not “the team is great

at execution.” This same team produced the 138-day stall and the failures the

constraint document catalogues.
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THE REAL LESSON

The newsletter line escaped you for one reason: it was turned into a

system — an SOP, a repeatable format, no per-job judgment call.

Productization is the thing that converts this specific team from

unreliable to reliable. They are excellent at anything properly systematized

and unreliable at anything that isn’t.

So the asset isn’t “the team can do product-type services.” The asset is:

you have already proven, once, that you can manufacture an Arseni-free

revenue engine.

Re-sequencing the plan

That re-sequences the plan, and you’ve essentially corrected it. The engine to

$20K and well past it is not “go build software.” It is: replicate the newsletter

escape.

Your own constraint document already names three things that run without you

— newsletters, social/reels, DD support. Take two or three more service lines and

systematize them the exact way newsletters were systematized, until each is a

productized service the team runs alone. That is proven, far faster than a from-

scratch software build, much lower risk — and it breaks the founder constraint

while it scales.

That should have been the center of what I said. It wasn’t, because I was

anchored on “sellable at a high multiple,” and software sells at a higher multiple

than a productized-services firm. That anchor pulled me past the better, more

pragmatic path.
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The honest ceiling

Let me stay balanced the other direction, though, because the correction has a

limit. A productized-services business has a real ceiling too — much higher than

bespoke agency work, but not infinite. You still need an acquisition engine to

keep adding clients, and as you go from five productized clients to fifty you do

eventually need the management layer or quality drifts.

The margin is service margin, and it sells for one-to-two times revenue where

software sells for five-to-ten. So this is a proven path to a strong $50–

100K/month business — not, by itself, the path to a $200K/month business you

sell for eight times earnings. Which of those you actually want is your call, but

that’s the honest shape of the ceiling.

Core thesis unchanged, vehicle shifts

So the core thesis doesn’t change — stop being the load-bearing wall, build

things that earn without consuming you — but the vehicle does. Productized

services become the foundation and the engine; the software product (iBrain)

moves to where it belongs, the optional higher-ceiling bet layered on later from a

position of strength, not the thing the whole plan rests on.

Rewriting the second sentence from the three-sentence version: stop

growing the bespoke agency, reprice DD now for the fast 30%, and pour

your freed time into productizing two or three more service lines the way

newsletters were productized — each one a revenue engine the team

runs without you — with software as the upside bet on top, not the

foundation.
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You were right to stop me on this; it isn’t a footnote, it may be the most

important factor on the table. The operating thesis leans too hard on

software as the vehicle — worth a revision now, if you agree with this.
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