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1. Executive Summary

This plan sets out a Photography Studio Business in India — a retail studio chain doing portrait, family, newborn,
maternity and graduation work alongside high-volume identity photography for passports, visas, PAN, examinations

and employment, with in-house printing, framing and same-day delivery.

The photography vertical's conventions are set in the wedding-photography anchor and cross-referenced rather than re-
derived: post-production capacity is the real constraint; delivery dates are contracted; the decisive variable is
stated as a number, never a word; and publication is opt-in rather than opt-out. The commercial-photography
plan's rule carries directly — the trade's failures are almost never decisions to deceive, they are decisions
taken too late to be anything else, so the controls here work by sequencing. What is specific to a retail studio
is that it accumulates, quietly and without anyone noticing, one of the most sensitive datasets any small

business in the country holds.

[I1 THE NEIGHBOURHOOD STUDIO HOLDS A FACE DATABASE LINKED TO IDENTITY DOCUMENTS, AND NOBODY
HAS EVER ASKED IT A QUESTION ABOUT IT. Passport, visa, PAN, Aadhaar-update and examination photography
means a studio accumulates, year after year, high-resolution frontal facial images tied to names, phone
numbers, addresses and document numbers — held indefinitely on an unsecured shop computer because the
customer might want a reprint, frequently backed up to somebody's personal cloud account, and handed on
with the machine when the shop changes hands. It is among the most sensitive datasets in this entire library,
held by one of the least-equipped operators in it, and the customer has no idea the archive exists. So this plan
enforces a stated retention period by SCHEDULED AUTOMATIC DELETION rather than by policy, RETAINS NO
COPY OF ANY IDENTITY DOCUMENT AT ALL, encrypts storage, restricts access to named staff, and issues a
deletion certificate to any customer who asks. The general rule: THE MOST DANGEROUS DATA IN AN ECONOMY
IS OFTEN HELD BY THE SMALLEST OPERATORS — WHO HAVE NEITHER THE OBLIGATION-AWARENESS NOR THE
TOOLS, AND WHOSE CUSTOMERS ASSUME NO ARCHIVE EXISTS AT ALL.

m AND THE SKIN THAT WAS LIGHTENED WITHOUT BEING ASKED. Default skin-lightening and feature-
slimming is near-universal in Indian studio portraiture, applied without request as a courtesy, and it teaches a
customer that her actual face was the problem. It is routinely applied to children. This plan makes NO
ALTERATION TO SKIN TONE OR FACIAL STRUCTURE AS A DEFAULT — done only on explicit request, NEVER ON A
MINOR AT ANY REQUEST, with the unretouched frame always supplied alongside. It is the commercial-
photography retouch line applied to a person rather than a product, and it is harder, because here the

customer frequently asks for it.

[ The third finding is smaller and entirely checkable: THE PASSPORT PHOTO THAT GETS REJECTED. Identity-
photograph specifications are published, objective and testable, yet rejection sends a customer back to a
government office for a second appointment costing him a day's wages — a loss many times the X120 he paid.
This studio publishes its first-submission acceptance rate, which rises from 91.4% to 99.2%, and re-shoots
free. It is the anchor's rule: state the decisive variable as a number, because "guaranteed accepted" is a

phrase and 99.2% is a commitment.

This plan models an operator requiring ¥1.20 crore (340 lakh investor + %25 lakh working-capital facility + X35 lakh
promoter + %20 lakh term loan) across three retail studios, moving from ¥1.40 crore revenue and a %14 lakh loss to
%4.40 crore revenue and %62 lakh profit by Year 3 — a 14.1% net margin, 46.8% return on capital, and revenue per

studio-hour of ¥1,940. (Photography studio — figures illustrative.)



2. Business Description, Vision & Legal Structure

Concept: A studio that deletes what it does not need, on a schedule, without being asked.
Vision: To be the studio a customer would be comfortable knowing the inside of.

Mission: Keep no copy of anybody's identity document; delete the face on the date we said; put nothing in the window
without written permission; change no one's skin unless they ask; never change a child's; supply the unretouched frame;

publish the acceptance rate; and re-shoot free when we get it wrong.

Legal structure

e Private Limited — recommended for a multi-studio operation. Institutional and corporate contracts, examination-body
empanelment, premises leases and outside capital all require it.

o Proprietorship — the trade's near-universal form, and the reason the data question has never been asked: an
unregistered shop holding forty thousand facial images has no data-protection function, no retention
policy and no one accountable when the computer is sold.

o Employed studio staff with named individual system logins — because a shared studio-PC password is an

access log that cannot name anybody, which is precisely why it survives everywhere.

Regulatory anchor: a very small business carrying a very large data obligation, and one that most of the trade does not
know it has. The first exposure is the Digital Personal Data Protection Act 2023: a facial photograph tied to a
name and phone number is personal data, an identity-document copy is more so, and a studio holding either is
a data fiduciary with obligations of purpose limitation, storage limitation, security safeguards and breach
notification — none of which the trade currently performs, and none of which becomes optional because the
operator is small. The second is identity-document handling: copies of Aadhaar, passport and PAN retained on
a shop computer create exposure under the Aadhaar Act's restrictions and the IT Act's sensitive-personal-data
rules, and the correct number of retained copies is zero. The third is the display of a person's likeness:
publishing a customer's portrait — particularly a child's — in a window or on social media without informed,
specific consent engages both personality rights and the DPDP consent framework, and a signature on a job
card is not consent to advertising. Then: consumer-protection provisions on delivery and specification claims; shops &
establishments and municipal trade licensing; GST; fire and electrical compliance for lighting loads; POCSO-conscious

protocols wherever children are photographed; and EPF/ESI and POSH.

3. Promoter & Ownership

Led by a promoter with studio photography, retail or photo-lab background. Three competences decide outcomes. Footfall
economics, because a studio is a fixed-cost box and the entire business is the difference between an occupied hour and an
empty one — a promoter who thinks in pictures rather than in occupied hours will lose money in a busy shop. Volume
discipline on identity work, since ID photography is low-ticket, high-frequency and unforgiving of error, and it is the traffic
that pays the rent while portraits pay the profit. And the willingness to hold an unpopular line — declining to lighten a
customer's skin, refusing to display a child's portrait, deleting an archive a competitor would keep. Ownership, equity &
investor terms are editable inputs; the retention schedule, the deletion job and the display-consent register are

held by the promoter and cannot be varied by a studio manager under commercial pressure.

4. Market Analysis — India

Retail studio work is a large, steady, deeply fragmented trade that smartphones have reshaped rather than destroyed

— the casual photograph has gone, and everything requiring a specification or an occasion has stayed.



Demand drivers

Identity photography as a permanent floor — passports, visas, PAN, examinations, employment and licence

renewals generate continuous, weather-proof, recession-resistant traffic.

o Life-event portraiture — newborn, maternity, first birthday, graduation, retirement and family reunions, where a

phone is not felt to be enough.

+ Professional and profile photography, rising with formal employment and online professional presence.

Print as a deliberate object — framing, canvases and albums returning as a considered purchase precisely because

everything else is on a screen.

Institutional contracts — schools, colleges, corporates and examination bodies, which convert a walk-in shop into a

scheduled business.

Market sizing (illustrative framing)

TAM Studio photography demand in the served catchments Large; almost entirely unorganised single-shop trade

SAM Customers within practical travel distance of a Bounded by CATCHMENT and OCCUPIED HOURS,
studio location not demand

SOM (Yr

13 Customers served across three studios X1.4cr -» X4.4cr; 34,000 - 96,000 customers

The two halves of the shop

_ Identity & volume work Portrait & occasion work

Ticket 80-3400 X1,500-%18,000

Pays the profit; needs the door already

Function Pays the rent; brings people through the door
open
Yr 3 revenue / gross
%1.58cr/ 61% X2.34cr [ 72%
margin
Time per customer 4-8 minutes 40 minutes to 3 hours
Face plus identity document — the whole
Data footprint Face plus contact details

exposure

The relationship between the two halves is the commercial insight of this business and is routinely misread by
operators who look at the ticket size alone. Identity work is unprofitable per minute and indispensable per
year: it fills the empty hours a fixed-cost box otherwise wastes, it introduces roughly two-thirds of the
customers who later book a portrait, and it is the only revenue line that does not care whether it is a festival
month. A studio that "upgrades" by dropping passport photography to concentrate on portraits usually
discovers within two seasons that it has removed its own acquisition channel and its own floor at the same

time.

Constraints

o Location decides the business — proximity to passport offices, government complexes, colleges and transit, more

than any amount of skill.



e Occupied hours are the capacity, and empty hours cannot be stored.
« Editing and printing backlog, the anchor plan's constraint in miniature but no less capable of destroying reputation.

o Skill concentration — a single good portrait photographer can be the whole reason a studio works, and can leave.

5. Competition & Position

competitor type _ Weakness this plan eprOits

Single-shop Indefinite face and ID archives on
Location, price, relationships, cash flexibility

neighbourhood studios unsecured machines

Photocopy and cyber Poor specification compliance; rejection
Cheapest, everywhere, instant

cafés doing ID photos is the customer's problem

No volume floor; empty midweek;

Premium portrait studios Craft, styling, experience, high ticket ) )
expensive per occupied hour
Phone-based DIY and app ) Cannot meet identity specifications or
Free capture, doorstep delivery
printing produce a framed print
Scheduled deletion, no ID copies kept, written Cannot compete on %40 ID photos;
This plan display consent, no default retouching, published declines display material competitors
acceptance rate use free

The positioning claim is unusual for a neighbourhood retail business because it is about what the studio does
NOT keep: your photograph is deleted on a stated date, we hold no copy of your passport, and nothing of
yours appears in our window unless you sign for it. Most customers have never considered any of this, which is
exactly the point — the claim's value is that it raises a question about every competitor the moment it is

made, and none of them has an answer prepared.

The cost of the honest position is stated in rupees rather than implied. Refusing default skin lightening costs
an estimated ¥18 lakh of Year-3 revenue in customers who want it and go elsewhere for it, and the refusal on
minors is absolute regardless of what the parent asks. Deleting the archive on schedule forfeits reprint
revenue of roughly X7 lakh a year that competitors collect by keeping everything forever. Written display
consent means the window carries fewer and less flattering images than the studio next door. The offsetting
return is institutional and corporate contracts — schools, examination bodies and employers who now have
their own data obligations and cannot use a supplier without a retention policy — which are 24% of Year-3

revenue and did not exist as a channel for this trade five years ago.

One further point on positioning, because it is the objection this plan meets most often from within the trade:
none of this is a claim to be a better photographer, and it should not be sold as one. Photographic quality in
retail studio work is broadly commoditised — most competent operators produce an acceptable portrait, and a
customer cannot reliably rank them anyway. What is not commoditised, and what no competitor in a typical
catchment can currently answer, is what happens to her face after she leaves. Competing on the second
question rather than the first is a deliberate choice to fight on ground where the incumbent advantages of a

forty-year-old neighbourhood studio — location, familiarity, price — do not apply.




6. The Archive Nobody Asked About

A retail photography studio is, without ever intending to be, a biometric data controller — and it is the only one in the

economy that nobody regulates, audits, or asks.

Why it is kept Where it ends i

High-resolution frontal facial images "In case they want a reprint" Shop PC, indefinitely
Name, phone, address, purpose of photograph  Job card and follow-up Same folder, same machine
Scans of passport, PAN, Aadhaar, Customer asked for a copy; nobody
Downloads folder, forever
application forms deleted it
Family, newborn and child portraits Portfolio and display material Personal cloud accounts, phones
Sold with the computer when the
The whole archive Nobody ever decided to

shop closes

Read the bottom row, because it is the one that makes this a genuine hazard rather than an untidiness.
Studios close, are sold, or replace a computer, and the drive goes to a second-hand dealer with fifteen years
of faces and identity documents on it — which is the refurbished-electronics plan's finding arriving from the
other direction, and it lands on people who were customers a decade ago and will never be told. None of this
is malice; it is the ordinary result of nobody having a reason to delete anything and no obligation-awareness
to supply one. THE MOST DANGEROUS DATA IN AN ECONOMY IS OFTEN HELD BY THE SMALLEST OPERATORS —
WHO HAVE NEITHER THE TOOLS NOR THE AWARENESS, AND WHOSE CUSTOMERS ASSUME NO ARCHIVE EXISTS
AT ALL.

The controls are deliberately mechanical, because a small retail business cannot sustain a discipline that
depends on remembering. Retention is a SCHEDULED DELETION JOB rather than a policy — 90 days for identity
work, 24 months for portraits, extendable only by the customer's written request — so the archive shrinks by
default instead of growing by default. NO IDENTITY DOCUMENT COPY IS EVER RETAINED: it is used, printed if
required, and destroyed the same day, because the correct number is zero and any other number requires a
justification nobody in this trade can give. Storage is encrypted, access is by named individual login rather
than a shared studio password, no work leaves on a personal device or into a personal cloud account, and any
customer may request a deletion certificate. The second, self-interested justification per the library's
durability test: an operator with a retention policy can hold school, college, examination-body and corporate

contracts, and one without cannot — which is why this control survives a bad quarter.

What a customer may ask this studio, and get

o What do you still hold of mine, and until when? Answered from the retention register, with the date already
printed on the receipt he was given.

« Do you have a copy of my passport or PAN? No — and that answer is the same on every day of every year, which is
why it is the only workable answer.

« Delete it now. Done, with a deletion certificate, without a reason being required or a retention argument offered.

e Where is my photograph displayed? From the consent register: which image, which location, until when — and
removed the same day if he changes his mind.

e Who inside the studio can see my file? Named individuals with individual logins, not "the studio computer".



Almost no customer will ever ask any of these questions, and the studio is built to answer them anyway —
which is the honest description of why this control exists. It is not demanded by the market, will not be
noticed by most people who benefit from it, and produces no visible advantage on any ordinary trading day.
What makes it a business decision rather than a moral gesture is that the institutions now buying photography
— schools, colleges, examination bodies, employers — carry their own data obligations and must ask, and a
supplier who can answer wins work a supplier who cannot has no route to. That is the library's durability test

satisfied: the control protects the person who never asks, and it is paid for by the customer who must.

7. The Skin That Was Lightened Without Being Asked

The second finding is harder than the first, because the customer often wants it and the operator's refusal will occasionally

be experienced as a rebuke.

M DEFAULT SKIN LIGHTENING AND FEATURE ALTERATION IS NEAR-UNIVERSAL IN INDIAN STUDIO
PORTRAITURE, AND IT IS APPLIED WITHOUT BEING REQUESTED. A customer sits for a portrait, receives an
image several shades lighter with a narrowed jaw and altered nose, and is told nothing — the studio believes
it has done her a favour, and the message she receives is that her actual face required correcting. It is applied
to children as a matter of routine. This plan's position is narrow and stated plainly: no alteration to skin tone
or facial structure as a default; blemish, stray-hair and lighting correction only unless something else is
specifically asked for; requested alterations performed and noted; NO SKIN-TONE OR STRUCTURAL
ALTERATION ON A MINOR AT ANY REQUEST FROM ANY PARENT; and the unretouched frame supplied alongside

every retouched one, so the customer sees what she actually looks like even when she has chosen otherwise.

The reasoning is worth stating precisely, because this is not a refusal to serve a preference. An adult who asks
for her photograph lightened is entitled to it, and this studio provides it — the objection is to doing it unasked,
which converts a preference into a verdict delivered by a stranger. The minor rule is different and absolute: a
child has not asked, cannot meaningfully consent, and is being told by an adult institution that her face
needed changing at an age when she will believe it. Here disclosure genuinely does not discharge the
obligation to refuse — the refurbished-electronics principle applied to a person — and the cost of that position,
roughly 18 lakh of Year-3 revenue, is stated rather than absorbed silently so that the decision is made

deliberately each year.

[0 AND THE PORTRAIT IN THE WINDOW. Studios display customer portraits — overwhelmingly of children and
brides — in the shop window and on social media as advertising, on the strength of consent that was verbal at
best and frequently never sought at all, so that a woman's face is on a pavement in another neighbourhood
without her knowing. Display consent here is WRITTEN, PER IMAGE, OPT-IN, revocable at any time, and never
the default for a minor at all; a consent register records what is displayed where and until when; and
takedown is same-day, without argument or a request to reconsider. It is the anchor's opt-in publication rule,

and it costs this studio a less impressive window than the shop next door.

8. Operations Plan (walk-in, shoot, produce, deliver, delete)

Front of house

 Purpose captured at intake — identity work, portrait, institutional — because retention, consent and specification all

follow from it.



« Identity specifications checked against the current published requirement for the specific document, which
changes more often than the trade tracks.

+ Display consent sought separately and in writing, after the sitting rather than in the job card so itis a
decision rather than a formality.

 Retention period stated to the customer at intake and printed on the receipt, since a deletion nobody was told

about is indistinguishable from a deletion that did not happen.

Capture

« Standardised identity-photo set-up — fixed background, calibrated lighting, head-size templating and specification
overlay, which is what turns 91.4% acceptance into 99.2%.
o Portrait sittings with stated duration, frame count and revision rounds, per the anchor's number-not-adjective

rule.

o Child and newborn protocol — a parent or guardian present at all times without exception, no unaccompanied sitting
under any circumstance, and staff trained on conduct and boundaries.

« Same-day delivery on identity work, which is the operational promise the volume business is actually bought on.

Production and delivery

+ Retouching to the written policy — correction, not alteration, unless specifically requested and recorded.

¢ Unretouched frame supplied alongside every retouched delivery.

In-house printing and framing with colour-managed output, which keeps the most-delayed deliverable under the

studio's own control.

Delivery on a stated date, with the anchor's automatic credit on portrait and album work.

The deletion cycle

+ Identity-document copies destroyed the same day, always, with no retained scan of any kind.

¢ Scheduled deletion job runs weekly against the stated retention periods; it is a job, not a reminder.
 Extension only on the customer's written request, with a new stated date.

¢ Quarterly audit of the archive against the retention register, with anything found outside policy reported and

removed — because a process nobody tests is a belief, per the anchor.

The operational hinge is that this business's central control must survive being run by a busy shop assistant
on a Saturday afternoon, which rules out anything requiring judgement or memory. Hence a scheduled job
rather than a policy, a zero rather than a limit on document copies, a printed retention date on the receipt
rather than a notice on the wall, and a written consent form rather than a conversation. Every one of these is
chosen because it works when nobody is thinking about it, which is the only condition under which a retail

control ever has to work.

Institutional contracts — a different business through the same door

« Schools and colleges — annual student photography, ID cards and yearbooks, involving several hundred images of
minors at a time and therefore the strictest retention, consent and access terms in the book.

« Examination bodies and recruitment agencies — high-volume, specification-critical work delivered to a schedule,
where a rejection affects a candidate's admission rather than an appointment slot.

o Corporate profile and directory photography — on-site sittings, consistent treatment across hundreds of

employees, and a client who now has a data-processing agreement to place somewhere.



o Government and public-sector empanelment, which requires registration, GST compliance and documented

process — the reason a proprietorship cannot reach this revenue at all.

Institutional work reverses every characteristic of the retail trade: it is scheduled rather than walk-in, invoiced
rather than cash, contracted annually rather than transactional, and it fills weekday mornings that a shop
cannot otherwise sell. It is also the only channel in this plan that is won on paperwork rather than on
photography — a school procurement officer comparing two studios of equal quality will choose the one that
can name a retention period, and increasingly must. Which means the data discipline in section 6 is not a cost
centre attached to this business; at ¥1.06 crore of Year-3 revenue against ¥8 lakh of annual cost, it is the

single highest-return decision in the plan.

9. Data Protection, Consent & Operating Compliance (India)

Company & tax — Private Limited, PAN/TAN, GST, shops & establishments and municipal trade licence per location,

premises insurance.

Data protection — DPDP Act 2023 as a binding obligation: purpose limitation, storage limitation, security safeguards
and breach notification over facial images tied to identifying details; none of which becomes optional because the

operator is small.

Identity documents — Aadhaar Act restrictions and IT Act sensitive-personal-data rules; the correct number of

retained copies is zero.

Likeness & display — personality rights and DPDP consent over portraits used as advertising; a signature on a job card
is not consent to display.
e Children — guardian presence at every sitting, POCSO-conscious conduct protocols, no display of a minor's portrait by

default, and no structural or skin-tone alteration at any request.

o Premises & workforce — fire and electrical compliance for lighting loads, EPF/ESI, POSH, and consumer-protection

provisions on delivery dates and specification claims.

10. Organisation & Manpower Plan

Promoter / studio head Owns retention schedule and retouch policy

Portrait photographers 2 5 The margin line; skill-concentrated

Studio operators — identity & volume 3 9 Specification discipline; throughput

Retouchers & print operators 3 8 Policy-bound; unretouched frame always supplied

Front desk & customer handling 3 9 Consent, retention statement, delivery

Data & systems custodian 1 1 Runs the deletion job and the quarterly archive audit
Accounts & institutional sales 1 3 School, college, corporate and exam-body contracts

Total 14 36 Across three studios; employed, named logins

The data custodian is one person across the whole chain and is the cheapest meaningful role in this plan at
roughly 4.8 lakh a year — which is worth stating plainly, because the objection this business meets is that

data hygiene is a large-company luxury. It is not: it is one part-time responsibility, a scheduled job and a



quarterly checklist, and its absence across an entire trade is a matter of nobody having asked rather than of

cost.

The other structural rule is that the deletion job and the consent register are not a studio manager's
responsibility, and this matters more than it appears. A manager judged on his location's revenue will, entirely
reasonably, want the archive kept — a retained portrait is a reprint waiting to happen and a displayed child's
photograph fills the window at no cost. Every incentive he has points one way, so the control is held centrally
by the data custodian and the promoter and cannot be varied locally, which is this library's control-

independence rule applied to the smallest business in it.

11. Implementation Timeline & Milestones

Formation & first A Incorporation, GST, trade licence, lease near a government or college catchment, fit-out,
onth 0-
studio equipment

Retention schedule and deletion job live; consent register; retouch policy published; ID

Systems & policy Month 2-5 o
specification templates
Acceptance rate baselined and published; occupied-hour tracking; portrait attach from ID
Trading & baseline Month 4-12
traffic
Studios two and Month
Second and third catchments; shared production and print capacity
three 10-22
Month
Institutional channel - School, college, corporate and examination-body contracts won on the retention policy
14-
Month
Consolidation 24-36 Framing and print capacity in-house; fourth location assessed
4-

Training and competence

« Identity specification training for every studio operator, refreshed whenever a requirement changes, since rejection
is the customer's cost and the studio's fault.

« Data-handling discipline — named logins, no personal devices, no personal cloud, same-day document destruction,
and why each rule exists.

 Retouch policy with worked examples, including the customer who asks and the parent who asks on behalf of a
child.

e Conduct with children and in intimate sittings — guardian presence, boundaries, and what may never be

photographed or kept.

12. Financial Plan (lllustrative)

All figures are illustrative model assumptions, not forecasts or guarantees. They exist to show the drivers of a
retail studio P&L and how the data and consent controls move them. Every input is editable. The defining feature of this
model is that it is a fixed-cost box sold by the hour — rent, staff and equipment are committed regardless, so

the whole business is the difference between an occupied hour and an empty one.



12.1 Project cost & funding

Backdrops, lighting rigs, reception, display, seating

Studio fit-out — three locations 42
Capture equipment & lighting 24
Printing, lamination & framing equipment 18
Retouch workstations & colour-managed displays 9
Secure storage, encryption & deletion systems 4
Deposits, licences & pre-operative 13
Opening consumables & frames inventory 6
Working capital & contingency 4
Total project cost 120

12.2 Operating metrics

Paper, ink, frames, mounts

Portrait and standardised identity set-ups

Shared production capacity across studios

Same-day delivery capability; keeps margin in-house

The central control, and the cheapest line in the table

Three leases, trade licences, registrations, insurance

Largely a cash trade; institutional work runs on terms

40L investor + X25L WC facility + I35L promoter + X20L term loan

_

Facial images deleted on schedule by automated job / identity-

document copies retained

Archive audit findings outside retention policy / deletion certificates

issued on request

Display consent WRITTEN, per image, opt-in / minors displayed by
default

Default skin-tone or structural alteration applied unasked /

unretouched frame supplied / alterations on minors
Identity photo accepted on first submission / free re-shoots given

Customers served / revenue per studio-hour / portrait attach from ID

traffic

from any gate that is genuinely being operated.

12.3 Revenue build

Yrl Yr2
(XL) (XL)

Identity photography — passport, visa,
y p graphy — p P 56 %6

PAN, exams

100% / NIL

21/100%

100% / NIL

NIL /100% / NIL

91.4% / 340

34,000/%1,180
/4.1%

Yr3
(XL)

100% / NIL

6/100%

100% / NIL

NIL /100% / NIL

96.8% /214

62,000 /%1,590
/6.8%

100% / NIL

0/100%

100% / NIL

NIL / 100% / NIL

99.2% / 118

96,000 / 1,940
/9.4%

Row two is the honest row and the reason the audit exists: twenty-one findings outside the retention policy in
Year 1, falling to none by Year 3. Those twenty-one were real — files copied to a desktop for convenience, an
old folder the deletion job did not cover, a document scan that should never have been made — and reporting
them is what distinguishes a control from a claim. A studio publishing zero findings in its first year of auditing

has not audited; the number is supposed to start high and fall, which is the same pattern this library expects

158 The floor; weather-proof and seasonless



Portrait — family, newborn, maternity,

graduation

Professional & profile photography

Institutional & corporate contracts

Printing, framing & reorders
Restoration, copying & other

Total revenue

12.4 P&L summary

Revenue

Consumables — paper, ink, frames, mounts
Gross profit

Studio & production employee cost

Rent & utilities — three locations

Data custodian, secure storage & archive audit
Free re-shoots & specification rework
Marketing, signage & local promotion
Insurance, professional & other admin
EBITDA

Depreciation & amortisation

Finance cost

44

14

12

10

140

Other income — studio hire, workshops, equipment rental

PBT

Tax

PAT

Net margin

ROCE

88

30

44

26

16

260

152

52

106

48

24

440

The margin; attaches to ID traffic

Short sittings, good ticket, repeat

Won on the retention policy; scheduled,

not walk-in

In-house; priced separately from the sitting

Old-photograph restoration; steady niche

Illustrative

140 260 440

(42) (75) (123)

98 185 317

(52) (88) (142)
(28) (34) (42)

(6) (7) (8)

(4) (3) (2)

(7) (11) (16)

(6) (9) (14)

(5) 33 93

(14) (17) (20)

(4) (6) (8)

6 19 18

(17) 29 83

3 (7) (21)

(14) 22 62
(10.0%) 8.5% 14.1%
(14.2%) 21.6% 46.8%

The line an investor should test is the data cost: ¥8 lakh a year at Year-3 scale, or 1.8% of revenue, for the
control that is the entire differentiating claim of this business and the basis of a X1.06 crore institutional
revenue line. That asymmetry is the commercial argument in one number — the trade does not omit this
because it is expensive, it omits it because nobody has asked. Free re-shoots FALLING from ¥4 lakh to 2 lakh
while volume triples is the acceptance-rate discipline showing up in the P&L, and it is reported rather than

absorbed because a studio whose re-shoot cost is invisible is a studio whose acceptance rate is unmeasured.



12.5 Occupied-hour economics

__

Trading hours per studio per year 3,650
Occupied-hour rate 34%
Revenue per studio-hour (occupied) 1,180

Identity share of customers / of revenue 78% /| 40%
Portrait attach rate from identity traffic 4.1%

Contribution per occupied hour X640

market.

12.6 Break-even & sensitivity

3,650 Fixed; the denominator of everything
58% Identity work fills what portraits cannot

1,940 Mix shift toward portrait and institutional

71% / 36% Most of the people, a third of the money

9.4%  The channel a studio destroys by dropping ID work

X1,290 After consumables and direct staff

The identity row is the one to sit with: 71% of the customers produce 36% of the revenue, which on any
conventional reading is the business's weakest line and on a correct reading is its foundation. Those
customers fill hours nothing else would fill, they arrive in every month of the year regardless of season or
sentiment, and 9.4% of them return for a portrait at fifteen times the ticket. An operator who reads only the

revenue column will cut exactly the wrong thing, and will describe the resulting decline as a change in the

Base 4.40cr
Occupied-hour rate 58% - 47% X3.56¢r
Institutional contracts not won %3.34cr
Portrait attach 9.4% - 6.0% 4.02cr
Rent up 20% across three locations X4.40cr
Portrait photographer departure X4.06c¢r

X62L As modelled

X14L The single most sensitive variable in the model

8L Why the retention policy is a revenue line

X38L The ID-to-portrait channel doing its work

X52L Fixed-cost box; location is the business

X41L  Skill concentration in a small operation

13. Funding Requirement & Bankability

_m Terms (indicative)

Investor equity 40 Growth capital for locations two and three; occupancy covenants
Working-capital facility 25 Institutional receivables and consumables cycle

Promoter contribution 35 Cash and equipment

Term loan 20  Fit-out, capture and print equipment; 4-5 years

Total 120 llustrative structure

The bankability case is unusually simple and unusually solid for a business of this size: a largely cash trade, a

seasonless volume floor, low working capital, and a fixed cost base that is fully known before the doors open.

What a lender should test is occupancy and location rather than creative quality, because this business fails



from empty hours and never from insufficient talent. The institutional revenue line — X1.06 crore in Year 3,

won on a retention policy that costs X8 lakh a year to operate — is also the most creditworthy part of the

book, since those customers pay on terms, contract annually and cannot easily switch to a supplier with no

data policy of its own.

¢ Use of funds — 35% studio fit-out across three locations, 20% capture equipment, 15% printing and framing, 11%

deposits and licences, 8% retouch workstations, balance secure storage, inventory and working capital.

« Repayment — term loan from Year 2 EBITDA; working-capital facility against institutional receivables only.

« Investor exit — strategic sale to a regional studio chain or photo-services group, or a promoter buyback from a stable

cash-generating base.

14. Risk Analysis & Mitigation

One risk a lender should price explicitly rather than assume away: this is a three-location business in which
two locations can be performing well while the third quietly destroys the return, and consolidated monthly
accounts will not show it for a year. Occupied-hour rate, contribution per occupied hour and portrait attach are
therefore reported per studio rather than as a chain average — the library's rule that a blended figure must
carry the figures underneath it, applied to geography instead of product. A location below 45% occupancy
after twelve trading months is closed or relocated rather than supported, and that decision rule is stated in

advance so it is made on the evidence rather than on the sunk fit-out.

__ Mitigation

Breach or
leakage of the
facial and

identity archive

The computer
sold with the

archive on it

Portrait
displayed without
real consent —

particularly a child's

Severe and irreversible — faces tied to
names, addresses and document
numbers, affecting people who were
customers years ago and will never be
told; DPDP and Aadhaar Act exposure
on a business with no capacity to

absorb it

The trade's most common real-world
breach, and entirely invisible until it is

not

Personality-rights and DPDP exposure,
and a genuine harm to somebody who

never agreed and may not know

Scheduled automatic deletion rather than a policy (90 days
identity, 24 months portrait); NO identity-document copy
retained at any time, since the correct number is zero;
encrypted storage; named individual logins rather than a
shared studio password; nothing on personal devices or
personal cloud accounts; quarterly archive audit with

findings reported (21 - 0); deletion certificates on request

Asset-disposal protocol with certified wiping and a
destruction record for every drive leaving the business; the
archive kept small by default so the exposure is bounded
even if disposal fails; and the refurbished-electronics
lesson applied from the other side — the data lands on

somebody who left the transaction years ago

Display consent WRITTEN, per image, opt-in, revocable,
sought after the sitting rather than in the job card; never
the default for a minor at all; consent register recording
what is displayed where and until when; same-day

takedown without argument or a request to reconsider



Default alteration
of a customer's

face

Identity photograph
rejected at

submission

Empty hours in a

fixed-cost box

Skill concentration
in one portrait

photographer

Conduct exposure
in child and

intimate sittings

Tells a customer her face required
correcting, by an institution she trusted
to record it; applied to children as

routine across the trade

Costs the customer a wasted
government appointment and a day's

wages — many times what he paid

The single most sensitive variable in the
model; the business fails from

occupancy, never from talent

A small operation where one person can
be the whole reason it works — and can

leave

Catastrophic for a neighbourhood

business regardless of outcome

15. SWOT Analysis

No skin-tone or structural alteration as a default —
correction only; requested alterations performed and
noted; NO alteration of a minor at any request from any
parent, because a child has not asked and cannot
meaningfully consent; unretouched frame supplied
alongside every retouched one; X18L of Year-3 revenue

forgone and stated rather than absorbed

Standardised set-up with specification overlay and head-size
templating; requirements re-checked whenever they change; first-
submission acceptance rate published (91.4% — 99.2%); free re-

shoot, with the cost carried as a reported line rather than absorbed

Identity work deliberately retained as the seasonless floor that fills
what portraits cannot; institutional contracts scheduled into
weekday troughs; studio hire and workshops in dead hours;

occupancy reported monthly against a 58% target

Documented lighting and posing standards so output survives a
departure; training pipeline from studio operator to portrait
photographer; profit participation for senior staff; institutional and

identity revenue deliberately independent of any individual

Guardian present at every child sitting without exception and no
unaccompanied sitting under any circumstance; documented
conduct protocol and staff training; studio layout with sightlines;
complaint route that does not run through the person complained

about

Strengths

o Scheduled deletion; no identity-document copies held at all

o Written per-image opt-in display consent; never default for

minors

o No default alteration of anyone's face; unretouched frame

always supplied

e 99.2% first-submission acceptance, published

e Seasonless identity floor feeding a 9.4% portrait attach

Opportunities

o Institutional and examination-body contracts requiring a

data policy

o Corporate profile photography as formal employment grows

e Print and framing as a considered purchase

e Restoration and archival work

e Multi-location expansion on a proven unit model

Weaknesses

e Cannot compete on the cheapest identity photograph
e Fixed-cost box; empty hours cannot be recovered
e Location-dependent to an unusual degree

e Skill concentration in portrait work

Threats

e Any breach of the facial archive

¢ Digital identity processes reducing physical photograph

demand
e Price competition from cyber cafés and copy shops

e Rent escalation in high-footfall catchments



16. Recommended AiSevak Tools for This Business

¢ Job card & receipt generator — purpose, retention date and consent status printed on the customer's own receipt

rather than kept on a wall.

 Retention & deletion scheduler — the automated job that makes the central control mechanical rather than

remembered.
« Display consent register — per image, opt-in, revocable, with expiry and takedown log.
o Identity specification checker — current requirements per document type, with acceptance-rate tracking.
o Occupied-hour & footfall dashboard — the operating metric this business lives on.
o Institutional contract & scheduling tracker — school, college, corporate and examination bookings.

o Compliance calendar — DPDP obligations, archive audit dates, trade licences, GST and EPF/ESI.

17. Key Assumptions & Notes

« All financials are illustrative model assumptions, not forecasts, projections or guarantees. Revenue,
occupancy, ticket sizes, attach rates and headcount are editable inputs; actual outcomes depend on catchment,

proximity to government and college traffic, rent and local competition. Figures are in Indian rupees.

The central integrity finding is that a neighbourhood studio is an unregulated biometric archive and
nobody has ever asked it a question about that. Identity photography accumulates, year after year, high-
resolution frontal facial images tied to names, phone numbers, addresses and document numbers — held indefinitely on
an unsecured shop computer because the customer might want a reprint, frequently backed up to somebody's personal
cloud, and sold with the machine when the shop changes hands, which is the refurbished-electronics finding
arriving from the other direction and landing on people who were customers a decade ago and will never
be told. None of it is malice; it is the ordinary result of nobody having a reason to delete anything. The general rule:
THE MOST DANGEROUS DATA IN AN ECONOMY IS OFTEN HELD BY THE SMALLEST OPERATORS — who have

neither the tools nor the obligation-awareness, and whose customers assume no archive exists at all.

The controls are deliberately mechanical, because a retail control must survive being run by a busy shop
assistant on a Saturday afternoon. Retention is a scheduled deletion job rather than a policy, so the archive shrinks
by default instead of growing by default; no identity-document copy is retained at any time, because the correct number
is zero and any other number needs a justification nobody in this trade can give; storage is encrypted, logins are
individual rather than a shared studio password, nothing leaves on a personal device, and any customer may have a
deletion certificate. Twenty-one audit findings outside policy in Year 1 falling to none by Year 3 is the honest

number — a studio publishing zero findings in its first year of auditing has not audited.

Default skin lightening and feature alteration is near-universal in Indian studio portraiture and is applied
without being requested, so a customer receives an image several shades lighter with an altered jaw and nose, is
told nothing, and learns that her actual face required correcting. It is applied to children as routine. The position here
is narrow and precise: an adult who ASKS for it is entitled to it and this studio provides it — the objection
is to doing it unasked, which converts a preference into a verdict delivered by a stranger. The minor rule is
absolute and different: a child has not asked, cannot meaningfully consent, and is being told by an adult
institution that her face needed changing at an age when she will believe it. Here disclosure genuinely
does not discharge the obligation to refuse. The unretouched frame is supplied alongside every retouched

one.

The portrait in the window belongs to the person in it. Studios display customer portraits — overwhelmingly
children and brides — as advertising on the strength of consent that was verbal at best and often never sought, so a

face ends up on a pavement in another neighbourhood without its owner knowing. Display consent is written, per image,



opt-in, revocable and never the default for a minor; a register records what is displayed where and until when; takedown
is same-day, without argument. It costs this studio a less impressive window than the shop next door, and
that is the whole price.

Identity specifications are objective and testable, so the acceptance rate is published as a number.
Rejection costs a customer a wasted government appointment and a day's wages — many times the X120 he paid — so
first-submission acceptance rises from 91.4% to 99.2% through standardised set-ups and specification overlays, re-
shoots are free, and the re-shoot cost is carried as a reported line falling from X4 lakh to X2 lakh while volume triples. A
studio whose re-shoot cost is invisible is a studio whose acceptance rate is unmeasured. "Guaranteed
accepted" is a phrase; 99.2% is a commitment.

Identity work is 71% of customers and 36% of revenue, and cutting it is the classic error in this trade. It fills
hours nothing else would fill, arrives in every month regardless of season, and 9.4% of those customers return for a
portrait at fifteen times the ticket. A studio that "upgrades" by dropping passport photography removes its
own acquisition channel and its own floor simultaneously, then describes the resulting decline as a change
in the market. The business is a fixed-cost box sold by the hour, so occupancy — not talent — is the variable it lives
and dies on.

The controls carry a second, self-interested justification, per this library's durability test. An operator with a
genuine retention policy can hold school, college, examination-body and corporate contracts — worth X1.06 crore in
Year 3 — because those institutions now carry their own data obligations and cannot use a supplier who has none. The
whole data function costs X8 lakh a year, or 1.8% of revenue. That asymmetry is the argument in one number: the
trade does not omit this because it is expensive, it omits it because nobody has asked.

The cost of the honest position is stated in rupees rather than implied. Refusing default skin lightening costs
about %18 lakh of Year-3 revenue in customers who want it and go elsewhere. Deleting on schedule forfeits roughly X7
lakh a year of reprint revenue that competitors collect by keeping everything forever. Written display consent means a
poorer window. Free re-shoots cost X2 lakh. The data function costs X8 lakh. All of it is stated so the decision to
continue is made deliberately each year rather than eroded quietly, which is how controls of this kind
actually die.

Compliance is larger than the shop. DPDP Act 2023 obligations of purpose limitation, storage limitation, security
safeguards and breach notification — none of which becomes optional because the operator is small; Aadhaar Act
restrictions and IT Act sensitive-personal-data rules on identity documents; personality rights and consent over display
of a likeness, where a signature on a job card is not consent to advertising; guardian presence and POCSO-conscious
protocols wherever children are photographed; consumer-protection provisions on delivery and specification claims;
shops & establishments and municipal trade licensing per location; GST; fire and electrical compliance for lighting loads;

and EPF/ESI and POSH. Professional advice should be taken on the specific locations, contracts and retention periods.

» Use these tools now — free on AiSevak

Every tool referenced in this plan is available on aisevak.in. Open the Photography toolkit to browse and use them all at

https://aisevak.in/verticals/photography — or go straight to any specific tool at https://aisevak.in/service/<tool-

name>. No sighup needed to explore; each tool guides you step by step.


https://aisevak.in/verticals/photography
https://aisevak.in/verticals/photography

