
Le-Space

SPIN-OFF D · CONCEPT

Local-First Consulting
Consulting and delivery for local-first and peer-to-peer
software

We do not sell the idea that it works. We show the systems
where it does.
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LOCAL-FIRST CONSULTING

Why now
The demand does not come from enthusiasm for technology but from four very concrete
pressures.

Privacy is no longer an opinion
Practices, law firms, schools and public bodies have to justify why personal data sits with
a US provider. "It stays on the device" is the shortest justification there is.

The cloud bill grows faster than the product

Every user costs monthly, every location costs monthly. Software that runs between
devices does not have that curve.

Offline is normal, not exceptional
Building sites, field service, hospital basements, country roads, ships, trade-fair halls.
Applications that stall there cost working time — every day.

The people are missing
CRDTs, libp2p, NAT traversal, WebAuthn, IPFS: each is known, the combination is rare.
That combination is our daily work.
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LOCAL-FIRST CONSULTING

What we offer
Three stages that build on each other. Each can be booked on its own — nobody has to start
with the big project.

1 · Orientation 2 · Delivery 3 · Operations & team

Architecture workshop, one to two days–

Feasibility: does local-first fit this case — and
where does it not?

–

A written result stating the limits, not just the
promises

–

Fixed price–

A prototype in weeks, not quarters–

Built from existing blocks instead of from scratch–

Integration with what already runs–

Project or day rate–

Relays, pinning and archive from spin-off A–

Training so the team can continue without us–

Code reviews and standby–

Retainer–

Stage one is deliberately small and cheap. Whoever says "no" after the workshop still got
something — and we sold nothing that did not fit.

Le-Space · Local-First Consulting 3 / 9

Arrow keys or scroll · P to print as PDF



LOCAL-FIRST CONSULTING

Why us
Local-first consulting barely exists because barely anybody has built the systems. In the
meeting we show what runs.

The whole stack, open to inspect TODAY

Identity, data, sync, infrastructure, archive — every layer an open-source block, several of
them published as npm packages.

A complete application as proof TODAY

Yoga Suci (spin-off C): till, passes, check-in across locations, without a server — with end-
to-end tests across real device contexts.

Contributions where the standard is made TODAY

Our fork of the official libp2p showcase runs publicly; the WebRTC-over-QR transport is
published as its own package.

We say what does not work TODAY

Every project has a documented limits chapter. Anyone who hears in the first meeting
where the technology ends will believe the rest too.
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LOCAL-FIRST CONSULTING

Who for
Not for everyone. Local-first pays off where data sovereignty, offline operation or running costs
genuinely hurt.

Mid-sized business Regulated fields Product teams & agencies

Field service, trades, logistics, agriculture–

Works where the network does not–

Pays per user today for software that then stalls–

Health, law, education, public sector–

Must account for where every record ends up–

Wants alternatives to the US cloud, not excuses–

Have the idea, not the P2P experience–

Want a prototype before they rebuild–

Book us as a subcontractor or white label–
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LOCAL-FIRST CONSULTING

Business model
Consulting earns money immediately — and is at the same time the sales channel for
everything else we build.

Fixed-price workshop
The low barrier to entry. Predictable for the client, qualifying for us: after two days both
sides know whether it fits.

Project or day rate

The main revenue. Because we build from our own blocks, the same scope is finished
faster than a from-scratch build.

Retainer for operations and standby
Recurring and predictable. Relay and archive operation run through spin-off A and are
billed along with it.

The real lever: pull, not push
Every consulting project pulls infrastructure, storage and licences behind it — and
produces the reference that sells the next one.
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LOCAL-FIRST CONSULTING

Status & next steps
The substance exists, the offer does not. What is missing is packaging, not capability.

References run in public TODAY

Portfolio, demos, docs and source are reachable — every conversation can be held on a
live system instead of slides.

An offer sheet with prices IN PROGRESS

Three packages, three numbers, one page. Without a stated price, an interested party
never becomes a meeting.

One customer case to show IN PROGRESS

Yoga Suci as a case study: situation, decision, outcome, limits. One written story sells
better than ten repositories.

A second head PLANNED

Consulting scales with people. The first additional developer decides whether this
becomes a business or a utilisation trap.
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LOCAL-FIRST CONSULTING

Open questions
The risks of this spin-off are not technical. They are in the calendar.

Consulting eats product development
Every day sold is a day missing from A, B and C. A firm rule is needed — a cap on client
days per month — before the first big contract arrives.

A category that needs explaining
Nobody searches for "local-first consulting". They search for "software that works offline"
or "GDPR-compliant replacement for vendor X". The pitch has to sound like that.

Dependence on very few heads
The knowledge sits in one or two people today. Without documentation and onboarding,
any illness is a project risk.

Price against habit
A project costs a lot once, a SaaS subscription little each month. The five-year comparison
belongs on page one of the offer.
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LOCAL-FIRST CONSULTING

Let's talk
The first step is a workshop, not a contract. Bring a use case — we will tell you honestly
whether local-first is the right route for it.

Le Space UG (haftungsbeschränkt) · Nico Krause

contact@le-space.de · local-first.le-space.de

+49 / 87 21 / 5 06 49 96
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