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1. Executive Summary

This plan sets out an Online Course-Creator Business  in India — producing and selling self-paced video courses
in a defined subject area, through an own platform and marketplaces, supported by bundles and advanced modules,
corporate bulk licences, and a paid community and support tier.

The attraction of this business is near-zero marginal cost — and that is also its trap. The thousandth student costs
almost nothing to serve, which sounds like leverage and quietly becomes a distortion: because delivery is free, every
decision defaults to "sell more" rather than "teach better", and the enterprise drifts into being a marketing
operation that happens to own a video library. The correction is not sentimental. It is that the things which make
this business durable — referrals, repeat purchase, low refunds, testimonials — all depend on students
finishing the course, and finishing is the one outcome that marketing spend cannot buy.

Which leads to the honest problem this sector avoids stating: most self-paced online courses are never
completed. Completion rates in the single digits to low teens are entirely normal, and the consequences are not academic.
A student who does not finish asks for a refund, does not refer anyone, does not buy the next course, and
provides no testimonial — so the four things a course business runs on all fail together, from one cause. Completion is
therefore not a pedagogical nicety; it is the refund control, the referral engine and the repeat-purchase driver
simultaneously. This plan treats it as the headline operating metric, moving from 14% to 38%, and every downstream
number follows it: refunds fall from 8.6% to 6.5%, repeat purchase rises from 11% to 29%, and organic and referral
enrolments rise from 22% to 47% — which is what allows marketing to fall from 44.1% to 33.9% of revenue while revenue
more than triples.

And a cost that near-zero-marginal-cost thinking hides entirely: content decays. A course recorded about a tool, a
platform, a regulation or a market that has since changed is not merely dated — it is worse than nothing, because a
student following instructions that no longer work concludes the instructor does not know the subject. Content
production and refresh is therefore carried here as a permanent cost at 11.0–12.9% of revenue that never falls to zero,
with 90% of courses updated within twelve months by Year 3. A plan that models course production as a one-time
capital cost has misunderstood the product it is selling.

This plan models a business requiring ₹42 lakh (₹26 lakh promoter + ₹10 lakh term/investor funding + ₹6 lakh working-
capital finance), moving from ₹1.86 crore revenue and a ₹24 lakh loss in Year 1 to ₹6.2 crore revenue and ₹78 lakh
profit by Year 3, across roughly 13,200 enrolments. (Self-paced courses; CAC- and completion-driven — figures illustrative.)

2. Business Description, Vision & Legal Structure

Concept: A self-paced online course business — curriculum and instructional design, video production, an own course
platform with marketplace distribution alongside, bundles and advanced modules, corporate bulk licensing, and a paid
community and support tier that carries completion.

Vision: To be judged on how many students finish, not on how many enrol.

Mission: Design for completion rather than for length; refresh content before it embarrasses us; make claims we can
evidence; and never let marketing outgrow the thing it is selling.
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Legal structure options

Private Limited — recommended: payment gateways, corporate licensing, external funding, IP ownership and
international payments all favour a company.
LLP — workable for a small partner-led practice without external funding.
Proprietorship — feasible at the very start, but complicates corporate sales and cross-border payments.

Regulatory anchor: the decisive exposure here is advertising and claims. Consumer-protection law and the ASCI code
treat outcome claims as representations, so "earn ₹1 lakh a month", guaranteed placement or income
promises are a live legal risk, not marketing licence — and testimonials must reflect typical rather than exceptional
results, with material connections disclosed. Misleading-advertisement provisions carry penalties and, for
endorsers, personal liability. Commercially: GST applies to online educational content as a service, with OIDAR
provisions relevant for cross-border sales, and refund and cancellation terms must be published clearly under e-
commerce rules. Copyright matters in both directions — the business owns its content and must not infringe others',
including in slides, images, music and code samples — and data protection obligations apply to student data. If any
credential is offered, it must not be represented as a recognised qualification unless it is one.

3. Promoter & Ownership

Led by a promoter with genuine subject expertise and teaching ability. Three competences decide outcomes: credibility in

the subject, because in this category the creator is the product and cannot be substituted; instructional design, since the
difference between a course people finish and one they abandon is structural rather than charismatic; and acquisition

discipline, because marketing is 34–44% of revenue and an undisciplined funnel consumes the business. Subject authority,
completion design, content-refresh discipline & claim honesty are the differentiators. Key-person dependence is
absolute in the early years and should be planned against explicitly — ownership, equity and any partner are
editable inputs.

4. Market Analysis — India

Demand is driven by skill-gap anxiety in a fast-changing job market, career switching, professional upskilling,
competitive-exam and certification preparation, hobby and creative learning, and near-universal smartphone video
consumption. Demand is large and growing, and the category has been normalised. The market rewards trust and
outcomes; it is price-sensitive, attention-competitive and completion-challenged .

Demand drivers

Professional upskilling in software, data, design, finance and marketing, where formal education lags practice.
Career switching, particularly among working professionals who cannot leave employment to study.
Smartphone video consumption, which has made video learning ordinary rather than novel.
Corporate L&D budgets buying bulk licences for teams — smaller in volume, far better in economics.
Vernacular and regional-language content, which remains genuinely under-served relative to demand.

Market sizing (illustrative framing)

Layer Definition Indicative scale

TAM Indian online self-paced learning Very large

SAM Learners in the subject area at the price point served Subject-bounded
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SOM (Yr 1–3) Students acquirable below the price they pay ~4,200 → ~13,200

Indian price sensitivity in this category is severe and must shape the plan rather than be lamented in it. A
course priced at ₹4,500 is competing not only with other courses but with free video content of genuinely good quality,
and the buyer knows it. What a paid course sells that free content does not is structure, sequence, accountability
and the assurance that somebody has decided what matters — which is precisely why completion design is the
product rather than an add-on. Competing on volume of content is the wrong instinct: "60 hours of video" is a
promise of work, not of value, and courses sold that way have the worst completion rates in the market and therefore
the worst economics.

Target segments

Working professionals upskilling — best willingness to pay, most time-constrained, most in need of structure.
Career switchers — highest motivation, highest expectation of outcome, most sensitive to claims.
Students and recent graduates — largest volume, lowest price tolerance.
Corporate teams via bulk licence — best unit economics, no consumer acquisition cost.
Hobby and interest learners, with lower outcome pressure and often better completion.

5. Competition & Competitive Advantage

Landscape: global and Indian course marketplaces, well-funded edtech platforms, individual creators on social platforms,
university and institutional online programmes, and an enormous quantity of free high-quality content on video
platforms. The competitor that shapes pricing is free content, and any plan that ignores it is pricing against
the wrong market.

The business's edge

Completion design — structure, pacing, milestones and accountability that get people to the end, which almost
nobody optimises for.
Subject authority that is demonstrable rather than asserted.
Content freshness, maintained on a cycle rather than when complaints arrive.
Community and support tier, which is the part of the offering that cannot be copied or pirated.
Honest claims, which look weaker in an ad and convert better with the buyers worth having.

On piracy, the realistic position rather than the reassuring one: course content will be copied and shared, and
there is no technical measure that reliably prevents it. DRM, watermarking and device limits raise friction and irritate
legitimate students more than they deter determined copying. The workable response is to make the valuable part of
the offering the part that cannot be pirated: the community, the instructor's ongoing presence, feedback on
submitted work, updates as the subject changes, and the accountability that produces completion. A pirated
video file delivers none of those. A business whose entire value is in the recording is genuinely vulnerable; one
whose value is in what surrounds the recording is not — which is another argument, arriving from a different
direction, for the community and support tier.

6. Products & Revenue Model

Line Model Basis
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Flagship course — own platform One-time price, full margin ~47% — own the customer

Marketplace course sales Commission & platform discounting Discovery, customer not owned

Bundles, upsells & advanced modules Sold to existing students Near-zero CAC

Corporate & bulk licences Per-seat, invoiced Best economics, no consumer CAC

Community & support tier Subscription Recurring & un-pirateable

The marketplace decision is the classic trade in this business and deserves stating precisely. A marketplace
brings discovery the creator cannot buy at that price — students who would never have found the course — but it
takes a commission, discounts the course to prices the creator would not choose, and keeps the customer
relationship entirely. A student acquired on a marketplace is the marketplace's student; they will be marketed a
competing course next month. The workable posture is to treat marketplaces as paid acquisition rather than as a
channel: accept the economics, use them to reach people who then discover the own-platform offering, and hold own-
platform share at roughly half of revenue. The mistake is to become dependent — a creator whose revenue is 90%
marketplace does not own a business, they own a listing, and the platform's algorithm, pricing policy or category
changes are theirs to absorb.

7. Go-to-Market — Buy the First Student, Earn the Rest

Acquisition

Free content as the top of the funnel — genuinely useful material that establishes authority, which in this category
is both marketing and proof.
Performance marketing with disciplined per-channel CAC against a one-time price.
Marketplace presence as paid discovery, not as the business.
Email and owned audience built continuously, since it is the only acquisition asset that appreciates.

Retention and referral — where the model is won

Completion first, because every other retention mechanic depends on it.
Advanced modules and bundles sold to students who finished, at almost no acquisition cost.
Community tier converting a one-time purchase into a subscription relationship.
Testimonials and outcomes collected from students who actually completed and can say something specific.

Sales approach

Build authority through free content → acquire with disciplined CAC against a one-time price → engineer completion
deliberately and measure it weekly → sell advanced products to finishers at near-zero CAC → convert engaged students
into the community tier → and use marketplaces for reach without depending on them. The failure this category
punishes hardest is scaling acquisition ahead of completion. A creator who doubles marketing while completion
stays at 12% has bought twice as many refunds, twice as many silent non-referrers, and a larger cohort of
people who will not buy the next thing — and the revenue growth conceals it for two or three quarters before the
refund rate and the flat repeat rate make it undeniable.
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8. Operations Plan (design, produce, launch, support, refresh)

Curriculum & instructional design: learning outcomes defined first, then the shortest path to them — length is a
cost, not a feature.
Completion architecture: short modules, early wins, milestones, deadlines in cohort-flavoured runs, progress visibility
and nudges.
Production: scripting, recording, editing, captions and mobile-first formatting, since most Indian consumption is
on a phone.
Assessment & practice: exercises and projects — the difference between watching and learning, and the
strongest completion driver available.
Launch & funnel: landing pages, pricing, offers, checkout and onboarding sequence.
Student success: support, community moderation, feedback on submissions, and intervention with students who stall.
Refund handling: honoured promptly and analysed by reason.
Content refresh: a scheduled cycle with every course reviewed within twelve months, not a reaction to
complaints.

Student lifecycle

Stage Activity Control point

Acquire Free content, ads, marketplace CAC vs. realised price

Onboard First lesson within 48 hours Activation rate

Complete Milestones, projects, nudges Completion rate (14% → 38%)

Retain Community, advanced modules Repeat purchase; tier conversion

Refer Testimonials & word of mouth Organic + referral share

Refresh Scheduled content review Courses updated within 12 months

The causal chain running through this business is worth setting out explicitly, because managing any link in
isolation fails. Completion drives refunds — a student who finishes rarely asks for money back, and one who never
started almost always does. Completion drives testimonials, because only a finisher can say something specific enough
to persuade anyone. Testimonials and word of mouth drive organic enrolment, which is what pulls blended CAC
down. And completion drives repeat purchase, since the single best predictor of buying the advanced course is having
finished the first one. So one operational variable — did they finish? — determines refunds, marketing efficiency,
and the entire back half of revenue. This is why student success is staffed at 14 people by Year 3 in a business of 72,
and why a course business that treats support as a cost centre has mislabelled its growth engine.

9. Regulatory, Claims & Compliance (India)

Advertising & outcome claims: "earn ₹1 lakh a month", guaranteed placement and income promises are
representations under consumer-protection law and the ASCI code — a live legal exposure, not marketing
licence, with penalties for misleading advertisements and personal liability for endorsers.
Testimonials: must reflect typical rather than exceptional results, with material connections disclosed.
GST: applicable on online educational services; OIDAR provisions apply to cross-border digital supply, and
international sales need correct treatment.
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E-commerce & consumer rules: published refund and cancellation policy, accurate course description, seller identity
and grievance-officer details.
Copyright: the business owns its content and must not infringe others' — slides, images, music, datasets and
code samples all carry licences.
Data protection for student personal data and progress records.
Credentials: a completion certificate must not be represented as a recognised qualification unless it is one.

10. Organisation & Manpower Plan

Role Yr 1 Yr 2 Yr 3

Promoter / lead instructor 1 1 2

Marketing, content & funnels 5 9 15

Student success & community 4 8 14

Instructional design & curriculum 4 7 11

Video production & editing 3 6 10

Support & operations 3 5 9

Technology & platform 2 4 6

Admin & accounts 2 3 5

Total 24 43 72

Student success and instructional design together are 35% of headcount — a proportion that only makes sense
once completion is understood as the growth engine rather than as customer service.

11. Implementation Timeline & Milestones

Phase Timeline Milestone

Setup Month 0–4 Curriculum, production, platform, funnel, community infrastructure

Launch Month 4–12 ~4,200 enrolments; ₹1.86cr revenue, ₹24L loss; completion baseline 14%

Grow Year 2 Completion 26%, organic 34%; ₹3.55cr, ₹5L profit

Scale Year 3 ₹6.2cr revenue, ₹78L profit; completion 38%, marketing down to 33.9%

12. Financial Plan (Illustrative)

All figures are illustrative model assumptions for an Indian context, shown so the promoter can replace them with live rates.

Completion rate, CAC, refund rate, organic share and content-refresh cost are the levers — and completion is

upstream of three of the other four.

12.1 Project cost & means of finance

Capital requirement ₹
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Brand, performance marketing & launch 14,00,000

Content production (studio, camera, audio, editing) 9,00,000

Working capital (salaries & operations) 8,00,000

Technology (platform, LMS, payments, email, analytics) 5,00,000

Curriculum development & instructional design 3,00,000

Legal, registrations, IP & launch 2,00,000

Community & support tooling 1,00,000

Total project cost 42,00,000

Promoter contribution 26,00,000

Term loan / investor funding 10,00,000

Working-capital finance 6,00,000

12.2 Projected Profit & Loss (3 years)

Particulars Year 1 Year 2 Year 3

Flagship course sales (own platform) 84,00,000 1,62,00,000 2,90,00,000

Marketplace course sales 42,00,000 58,00,000 78,00,000

Bundles, upsells & advanced modules 28,00,000 62,00,000 1,15,00,000

Corporate & bulk licences 18,00,000 42,00,000 82,00,000

Community & support tier subscriptions 14,00,000 31,00,000 55,00,000

Total revenue 1,86,00,000 3,55,00,000 6,20,00,000

Marketing & customer acquisition 82,00,000 1,38,00,000 2,10,00,000

Salaries (instructional design, success, ops, admin) 48,00,000 82,00,000 1,32,00,000

Content production & refresh 24,00,000 42,00,000 68,00,000

Refunds & chargebacks 16,00,000 26,00,000 40,00,000

Technology, platform, payment & hosting 14,00,000 22,00,000 34,00,000

Marketplace commissions 13,00,000 18,00,000 24,00,000

Office, overheads & admin 8,00,000 14,00,000 22,00,000

Depreciation, interest & other 5,00,000 8,00,000 12,00,000

Total expenses 2,10,00,000 3,50,00,000 5,42,00,000

Net profit / (loss) before tax (24,00,000) 5,00,000 78,00,000

Net margin (12.9%) 1.4% 12.6%

Marketing as % of revenue — must fall 44.1% 38.9% 33.9%

Course completion rate — the headline metric 14% 26% 38%
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Refund rate 8.6% 7.3% 6.5%

Repeat purchase (bought a second product) 11% 19% 29%

Organic + referral share of enrolments 22% 34% 47%

Content refresh — courses updated within 12 months 45% 72% 90%

Enrolments / Average price realised (₹) ~4,200 / 4,430 ~7,800 / 4,550 ~13,200 / 4,700

Blended CAC (₹) ~1,950 ~1,770 ~1,590

12.3 Unit economics & break-even

Completion is upstream of almost every other number. Its rise from 14% to 38% is what drives refunds down,
repeat purchase up, and organic share from 22% to 47% — and it is the organic share that lets marketing fall
from 44.1% to 33.9% of revenue while revenue triples. No amount of funnel optimisation substitutes for it.
Bundles and advanced modules are the highest-margin revenue in the business — sold to existing students at
near-zero acquisition cost, and available only in proportion to how many finished the first course.
Corporate licences carry the best economics of all: no consumer CAC, invoiced payment, and a buyer purchasing
for a team rather than for themselves. Grown from 9.7% to 13.2% of revenue.
Content refresh never falls to zero — 11.0% of revenue by Year 3 — and a plan modelling course production as one-
time capital has misunderstood the product.
Break-even: Year 2, marginally. Year 1's loss is structural: production, platform and audience are all built
before meaningful revenue, and completion has not yet begun compounding into organic acquisition.

12.4 Projected Cash Flow — Year 1 (quarterly, illustrative)

Particulars (₹) Q1 Q2 Q3 Q4

Opening balance 30,00,000 13,00,000 5,00,000 3,00,000

Collections 38,00,000 44,00,000 48,00,000 52,00,000

Marketing, salaries, production & overheads 55,00,000 52,00,000 50,00,000 48,00,000

Closing balance 13,00,000 5,00,000 3,00,000 7,00,000

Cash arrives at the moment of sale, which is the best collection profile in this library — and it conceals two
things a promoter should hold in mind. First, revenue is not final until the refund window closes. A 30-day
money-back guarantee is standard and largely non-negotiable competitively, so roughly 7–9% of what is collected will
be returned, and a business that spends collections as they arrive is spending money it will owe back. The discipline is to
hold a refund reserve and recognise revenue net of the expected rate, not to celebrate gross bookings. Second, and
more consequential, marketing is paid before the revenue it produces and leaves nothing behind if it fails. Unlike
the inventory businesses elsewhere in this library, there is no stock to liquidate — an underperforming campaign
leaves an empty account and no asset, which is why per-channel payback must be measured weekly and unprofitable
spend cut without sentiment. The compensating advantage is real: with no inventory, no receivables and no
fulfilment, this business can be run on very little capital — provided the acquisition budget is treated with the
discipline that stock would have imposed automatically.
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12.5 Key Performance Indicators to Monitor

Learning (the growth engine): completion rate by course and cohort; activation within 48 hours; drop-off point
by module; assignments submitted.
Economics: blended and per-channel CAC vs. realised price; marketing as % of revenue (must fall); organic +
referral share; repeat-purchase rate.
Quality & risk: refund rate and refund reasons; chargebacks; courses updated within 12 months; student
satisfaction by module.
Dependence: own-platform vs. marketplace revenue share; corporate licence share; email-list growth.

13. Funding Requirement & Bankability

Total ask: ₹10 lakh term/investor funding plus ₹6 lakh working-capital finance against ₹26 lakh promoter
contribution — the smallest requirement in this library so far. Four points frame it. First, there is essentially no security
: production equipment and a content library, the latter valuable only while the creator remains and the subject stays
current. Second, ₹14 lakh of the project cost is marketing that creates no asset, so the promoter's contribution is
genuinely at risk in a way an equipment-backed proposal is not. Third, the credit question is completion and organic
share, not revenue growth — a course business growing revenue on flat completion is buying enrolments it
will refund and students who will never return, and the P&L will not reveal it for several quarters. Fourth, key-
person dependence is absolute: the creator is the product, and a lender or investor should ask directly what happens to
the business if that person stops teaching — the honest answer in Year 1 is "very little of it survives", and the
plan's growth in instructional design, community and corporate licensing is precisely the work of making that
answer better.

13.1 Funding utilisation

Use of funds ₹ % of total

Brand, performance marketing & launch 14,00,000 33.4%

Content production (studio, camera, audio, editing) 9,00,000 21.4%

Working capital (salaries & operations) 8,00,000 19.0%

Technology (platform, LMS, payments, email, analytics) 5,00,000 11.9%

Curriculum development & instructional design 3,00,000 7.1%

Legal, registrations, IP & launch 2,00,000 4.8%

Community & support tooling 1,00,000 2.4%

Total 42,00,000 100%

14. Risk Analysis & Mitigation

Risk Mitigation

Low completion
undermining
everything

A student who does not finish asks for a refund, refers nobody, buys nothing further and gives
no testimonial — four failures from one cause. Completion architecture (short modules, early wins,
milestones, projects, nudges); student success staffed as a growth function; measured weekly (14% →
38%)
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Scaling acquisition
ahead of completion

Doubling marketing at 12% completion buys twice as many refunds, twice as many silent non-
referrers and a larger cohort who will not buy again  — and revenue growth conceals it for two or
three quarters. Cap marketing as % of revenue and require it to fall

Content decay
A course teaching a tool that has changed is worse than nothing — a student following
instructions that no longer work concludes the instructor does not know the subject.  Scheduled
refresh cycle (90% within 12 months); carried as a permanent 11%+ cost that never reaches zero

Outcome and
income claims

"Earn ₹1 lakh a month" and guaranteed placement are representations under consumer-
protection law and the ASCI code — a live legal exposure with penalties and endorser liability.
Claim only what can be evidenced; testimonials typical, not exceptional; material connections disclosed

Marketplace
dependence

A creator whose revenue is 90% marketplace does not own a business, they own a listing.  Treat
marketplaces as paid acquisition; hold own-platform share near half of revenue; build the email list
continuously

Piracy
Content will be copied and no technical measure reliably prevents it ; DRM irritates legitimate
students more than it deters copying. Make the un-pirateable parts the valuable parts —
community, feedback, updates, accountability

Refund liability treated
as revenue

Hold a refund reserve; recognise net of expected rate; a business that spends collections as they
arrive is spending money it will owe back

Marketing spend
leaving no asset

Unlike inventory businesses, there is no stock to liquidate — an underperforming campaign
leaves an empty account and no asset; weekly per-channel payback, cut without sentiment

Key-person
dependence

The creator is the product and cannot be substituted early. Build instructional design capability, additional
instructors, community value and corporate licensing so the business is progressively less dependent on
one face

Free content resetting
price expectations

Compete on structure, sequence, accountability and outcome rather than on volume — "60 hours of
video" is a promise of WORK, not of value, and sells the worst-completing product in the market

15. SWOT Analysis

Strengths

Near-zero marginal cost and no inventory, receivables or
fulfilment; cash collected at the point of sale; bundles and
upsells sell at almost no acquisition cost; community tier is
recurring and cannot be pirated; corporate licences carry the
best economics; smallest capital requirement in the library so
far.

Weaknesses

Completion rates are structurally low and everything
depends on them; marketing at 34–44% of revenue creates
no asset; content decays and refresh never stops; refund
liability on every sale; absolute key-person dependence;
competing against genuinely good free content.

Opportunities

Vernacular and regional-language content, genuinely under-
served; corporate L&D bulk licensing; community and
subscription conversion; advanced and specialised modules to
existing students; certification adjacency; international sales to
diaspora and low-cost-arbitrage markets.

Threats

Rising acquisition costs compressing the only route to profit;
marketplace algorithm and pricing changes; free content
improving faster than paid; platform policy shifts; regulatory
action on outcome claims; a subject area losing relevance faster
than content can be refreshed.

16. Recommended AiSevak Tools for This Business

This online course business would use AiSevak's E-learning vertical tools in operations:
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Learning analytics: completion-rate dashboard by course, module and cohort, drop-off point analysis,
activation-within-48-hours tracking, assignment submission rates.

Economics: CAC-vs-realised-price by channel, marketing-as-%-of-revenue alert, organic and referral share
tracker, repeat-purchase and upsell analysis.

Quality: refund rate and reason-code register, content-refresh schedule with 12-month review gate, student
satisfaction by module.

Risk: claims-substantiation register for all advertising, testimonial provenance log, own-platform vs. marketplace
dependence monitor.

Finance: refund reserve and net-revenue recognition, corporate licence pipeline, Business Plan and break-even tools
(with Finance vertical).

17. Key Assumptions & Notes

Online course-creator business: self-paced video courses in a defined subject, sold via own platform and marketplaces,
with bundles/advanced modules, corporate bulk licences and a paid community & support tier; in-house curriculum,
instructional design, production, marketing and student success.
⚠ OPENS THE ELEARNING VERTICAL — the SELF-PACED CONTENT PRODUCT model (near-zero marginal
cost). THE VERTICAL SPLITS INTO FIVE ECONOMICALLY DISTINCT MODELS and conflating them is the
standard error: (a) SELF-PACED CONTENT PRODUCT, (b) LIVE COHORT SERVICE (instructor capacity is a
hard ceiling, scales like a consultancy), (c) SUBSCRIPTION/COMMUNITY (churn is the whole business, SaaS-
like metrics), (d) B2B ENTERPRISE (L&D budgets, procurement terms, credit-worthy counterparties), (e)
PLATFORM/ACCREDITATION (software or credential economics).

NEAR-ZERO MARGINAL COST IS THE TRAP AS MUCH AS THE ATTRACTION: because delivery is free, EVERY
DECISION DEFAULTS TO "SELL MORE" RATHER THAN "TEACH BETTER", and the enterprise drifts into being
A MARKETING OPERATION THAT HAPPENS TO OWN A VIDEO LIBRARY. The correction is not sentimental — the
things that make this business durable (referrals, repeat purchase, low refunds, testimonials) ALL depend
on students FINISHING, and finishing is the one outcome marketing spend cannot buy.

THE HONEST PROBLEM THE SECTOR AVOIDS STATING: MOST SELF-PACED ONLINE COURSES ARE NEVER
COMPLETED (single-digit to low-teen completion is normal), and the consequences are not academic — A STUDENT
WHO DOES NOT FINISH ASKS FOR A REFUND, DOES NOT REFER ANYONE, DOES NOT BUY THE NEXT COURSE
AND PROVIDES NO TESTIMONIAL: FOUR FAILURES FROM ONE CAUSE → COMPLETION IS NOT A
PEDAGOGICAL NICETY, IT IS SIMULTANEOUSLY THE REFUND CONTROL, THE REFERRAL ENGINE AND THE
REPEAT-PURCHASE DRIVER, tracked as the headline metric (14%→38%) with everything downstream following:
refunds 8.6%→6.5%, repeat 11%→29%, organic+referral 22%→47% — and it is the organic share that lets
marketing fall 44.1%→33.9% of revenue while revenue TRIPLES. Student success + instructional design are 35%
of headcount, a proportion that only makes sense once completion is understood as the GROWTH ENGINE
rather than customer service — a course business treating support as a cost centre has MISLABELLED ITS
GROWTH ENGINE. Failure mode: scaling acquisition ahead of completion — doubling marketing at 12%
completion buys TWICE AS MANY REFUNDS, twice as many silent non-referrers and a larger cohort who will
not buy again, and revenue growth conceals it for two or three quarters.

CONTENT DECAYS — A COST THAT NEAR-ZERO-MARGINAL-COST THINKING HIDES ENTIRELY. A course about a
tool/platform/regulation that has since changed is not merely dated but WORSE THAN NOTHING, because a
student following instructions that no longer work concludes THE INSTRUCTOR DOES NOT KNOW THE
SUBJECT → refresh carried as a PERMANENT cost at 11.0-12.9% of revenue that NEVER FALLS TO ZERO, with
90% of courses updated within 12 months by Y3. A plan that models course production as a ONE-TIME CAPITAL
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COST has misunderstood the product it is selling.

INDIAN PRICE SENSITIVITY IS SEVERE AND MUST SHAPE THE PLAN RATHER THAN BE LAMENTED IN IT — a
₹4,500 course competes not only with other courses but with FREE VIDEO CONTENT OF GENUINELY GOOD
QUALITY, and the buyer knows it. What a paid course sells that free content does not is STRUCTURE,
SEQUENCE, ACCOUNTABILITY and the assurance that somebody has decided WHAT MATTERS — which is
exactly why completion design IS the product. Competing on volume of content is the wrong instinct: "60
HOURS OF VIDEO" IS A PROMISE OF WORK, NOT OF VALUE, and courses sold that way have the worst completion
rates in the market and therefore the worst economics.
ON PIRACY, THE REALISTIC POSITION RATHER THAN THE REASSURING ONE: content WILL be copied and NO
technical measure reliably prevents it — DRM, watermarking and device limits irritate legitimate students more
than they deter determined copying → make the valuable part the part that CANNOT be pirated: the
community, the instructor's ongoing presence, feedback on submitted work, updates as the subject
changes, and the accountability that produces completion — a pirated video file delivers NONE of those. A
business whose entire value is IN THE RECORDING is genuinely vulnerable; one whose value is in WHAT
SURROUNDS the recording is not.

THE MARKETPLACE TRADE STATED PRECISELY: a marketplace brings DISCOVERY THE CREATOR CANNOT
BUY AT THAT PRICE, but takes commission, DISCOUNTS THE COURSE TO PRICES THE CREATOR WOULD NOT
CHOOSE, and KEEPS THE CUSTOMER RELATIONSHIP ENTIRELY — a student acquired there is the marketplace's
student, marketed a competing course next month → treat marketplaces as PAID ACQUISITION rather than as a
channel, hold own-platform share ~half of revenue, because A CREATOR WHOSE REVENUE IS 90% MARKETPLACE
DOES NOT OWN A BUSINESS, THEY OWN A LISTING. Highest-margin revenue is bundles/advanced modules
sold to EXISTING students at near-zero CAC — available only in proportion to how many FINISHED the first
course; corporate licences carry the best economics of all (no consumer CAC, invoiced, buyer purchasing for a team).
Cash: collected AT THE MOMENT OF SALE — the best collection profile in this library — but it conceals two
things. (1) Revenue is NOT FINAL until the refund window closes: a 30-day guarantee is competitively non-
negotiable, ~7-9% comes back, and a business that spends collections as they arrive is SPENDING MONEY IT
WILL OWE BACK → hold a refund reserve, recognise net, do not celebrate gross bookings. (2) MARKETING IS
PAID BEFORE THE REVENUE IT PRODUCES AND LEAVES NOTHING BEHIND IF IT FAILS — unlike the inventory
businesses in this library there is NO STOCK TO LIQUIDATE; an underperforming campaign leaves an empty
account and no asset → weekly per-channel payback, cut without sentiment. Compensating advantage is real: with
no inventory, receivables or fulfilment this business runs on very little capital — PROVIDED the acquisition
budget is treated with the discipline that stock would have imposed automatically. Compliance: "earn ₹1
lakh a month"/guaranteed placement are REPRESENTATIONS under consumer-protection law and the ASCI
code — a LIVE LEGAL EXPOSURE with penalties and personal endorser liability, testimonials must be typical
not exceptional, GST/OIDAR on cross-border digital supply, copyright in BOTH directions, and a completion certificate
must not be represented as a recognised qualification unless it is one. Lender/investor note: the credit
question is COMPLETION AND ORGANIC SHARE, not revenue growth — a course business growing revenue
on FLAT completion is buying enrolments it will refund and students who will never return; and key-person
dependence is ABSOLUTE — the honest answer to "what happens if the creator stops teaching" is in Y1
"very little of it survives", and the plan's growth in instructional design, community and corporate
licensing is precisely the work of MAKING THAT ANSWER BETTER. ₹42L, ~4,200→13,200 enrolments, avg price
₹4.4k→₹4.7k, rev 1.86→6.2cr, Y1 −₹24L → Y3 ₹78L. Figures illustrative, exclude GST.

▶ Use these tools now — free on AiSevak

Every tool referenced in this plan is available on aisevak.in. Open the Online Education & Creator Businesses toolkit
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to browse and use them all at https://aisevak.in/verticals/elearning — or go straight to any specific tool at
https://aisevak.in/service/<tool-name>. No signup needed to explore; each tool guides you step by step.

Prepared by AiSevak.in — a product of ABL Digital Technologies. AI-powered business services for India. This is AI-assisted guidance; figures are
illustrative and not a guarantee of results. Verify all numbers, licences and regulatory requirements with a qualified professional before relying on this
plan for binding decisions. © 2026 ABL Digital Technologies Private Limited.
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