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Executive Summary

Launch Readiness Scorecard
SkillShift demonstrates strong foundational readiness across critical dimensions, with MVP validation complete and 
clear pathways to monetization. Our comprehensive assessment reveals strategic strengths in product-market fit and 
technology infrastructure, while highlighting focused improvement areas in go-to-market execution and capital 
deployment.

85%

Product-Market Fit

Strong beta user engagement signals validated demand

72%

Go-to-Market Readiness

Channel strategy requires refinement for scale

78%

Technology Infrastructure

Mobile-first architecture ready for growth

68%

Capital Efficiency

Unit economics need optimization pre-scale

The weighted scorecard integrates quantitative metrics from beta testing, market analysis, and operational 
assessments across eight core dimensions. Each dimension is evaluated against industry benchmarks from 
comparable EdTech ventures at similar stages.



Critical Path to First Revenue

Phase 2
Pilot launch 

(single city) 4 12 
weeks

Phase 4
Scale to paying 
customers 4 

ongoing

Phase 1
Product 

hardening 4 8 
weeks

Phase 3
Monetization 
testing 4 8 

weeks

The critical path to first revenue spans 28 weeks from current state to sustainable recurring revenue. Phase 1 focuses 
on product hardening based on beta feedback, addressing the 15 highest-impact feature gaps identified in user testing. 
Phase 2 executes a concentrated pilot in a single high-potential metro, targeting 2,500 active users through 
partnerships with 10-15 vocational training centres and corporate placement agencies.

Phase 3 introduces freemium monetization with aggressive A/B testing of pricing tiers (¹199/¹399/¹599 monthly), 
onboarding flows, and value proposition messaging. Target conversion rate of 8-12% from free to paid within 30 days, 
benchmarked against consumer subscription apps in India. Phase 4 scales proven acquisition playbooks across three 
additional cities while maintaining contribution margin positive unit economics.



Capital Efficiency Roadmap

Seed Funding Strategy

₹3 crore seed round at ₹12-15 crore post-money valuation 
positions SkillShift for 18-month runway to Series A 
milestones. Use of funds allocates 40% to team expansion 
(product, growth, content), 35% to user acquisition across 
four pilot cities, 15% to technology infrastructure, and 10% 
to operations.

Capital efficiency benchmarks target CAC of ₹800-1,200 in 
Year 1, declining to ₹400-600 by Month 18 as referral loops 
activate. LTV:CAC ratio targets exceed 3:1 by Month 12, 
approaching 5:1 by Month 18 as retention curves mature and 
annual subscriptions gain traction.

Month 6

2,500 active users

CAC: ₹1,200

Month 12

10,000 active users

CAC: ₹800

Month 18

35,000 active users

CAC: ₹500



Top Strategic Pivots Required

Pivot 1: Employer-First 
GTM

Shift from pure B2C to hybrid 
B2B2C model targeting 
corporate training budgets. 
Partner with 5-10 large 
employers (construction, 
hospitality chains) as anchor 
customers, subsidizing worker 
subscriptions while building 
usage data. This addresses 
payment friction in blue-collar 
segment while creating 
enterprise revenue stream with 
3-4x higher ARPU (₹15,000-
25,000 annual contract value vs 
₹2,400-7,200 individual 
subscriptions).

Pivot 2: Outcome-Linked 
Monetization

Introduce pay-for-performance 
revenue model where employers 
pay premium fees for workers 
who complete certifications and 
demonstrate skill proficiency. 
This aligns incentives across all 
stakeholders, creates higher-
margin revenue (25-30% vs 15-
18% for subscriptions), and 
differentiates from pure content 
platforms. Requires partnerships 
with assessment bodies and job 
placement networks.

Pivot 3: Vernacular-First 
Content

Accelerate Hindi, Tamil, Telugu, 
Bengali content production from 
Year 2 to Month 6. Beta data 
shows 67% of users prefer 
regional language interfaces. 
Vernacular content expands 
addressable market from 30 
million English-comfortable 
workers to 180+ million, 
improving retention 40-50% 
based on competitor 
benchmarks. Requires hiring 
regional content creators and 
voice-over talent.



Market Landscape

Indian EdTech Market Overview
The Indian EdTech market has experienced exponential growth, emerging as one of the world's most dynamic 
education technology ecosystems. Market size reached $3.5 billion in 2022 and is projected to grow at 20% CAGR to 
reach $10.4 billion by 2028, driven by smartphone penetration, affordable data plans, and increasing digital literacy 
across demographic segments.

The blue-collar upskilling segment represents a significantly underserved opportunity within this broader market. 
While K-12 and higher education EdTech captured 78% of venture funding between 2020-2023, vocational and skills 
training received only 9% despite addressing a workforce of 250+ million. This funding disparity creates white space 
for purpose-built solutions like SkillShift.

Government initiatives including Skill India Mission (₹3,000 crore annual allocation) and Pradhan Mantri Kaushal Vikas 
Yojana demonstrate policy support, though execution gaps persist. Digital infrastructure investments under BharatNet 
and rapid 4G/5G rollout enable mobile-first delivery to Tier 2/3 cities where 65% of blue-collar workforce resides.



EdTech Market Size and Growth Trajectory
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Market Dynamics

The Indian EdTech sector's growth is fueled by structural tailwinds including 600+ million internet users, smartphone 
ownership exceeding 750 million devices, and data costs among the world's lowest at ₹10-15 per GB. COVID-19 
accelerated digital adoption, with 45% of learners trying online education for the first time during 2020-2021.

Segment breakdown shows K-12 supplemental learning commanding 42% market share, higher education and test 
prep 31%, professional upskilling 18%, and vocational/blue-collar training just 9%. The vocational segment's relative 
underdevelopment presents opportunity, particularly as workforce skills gaps widen.

Source: KPMG India EdTech Report 2024, Inc42 EdTech Funding Report 2024, RedSeer EdTech Market Sizing



Blue-Collar Workforce Demographics
India's blue-collar workforce comprises approximately 250 million workers across construction (70M), manufacturing 
(65M), retail (45M), hospitality (25M), logistics (22M), and other services (23M). This segment represents 53% of total 
employment but receives disproportionately low investment in skills development, with per-capita training spend 12x 
lower than white-collar segments.

250M
Total Blue-Collar Workforce

Across all sectors and geographies

180M
Digitally Accessible

Smartphone owners with 3G/4G connectivity

85M
Active Job Seekers

Looking for new roles or advancement annually

Demographic Characteristics

Age distribution skews young, with 62% under age 35 
and 38% in the 18-25 cohort. Gender composition is 
73% male, 27% female, though female participation is 
rising in retail, hospitality, and light manufacturing. 
Educational attainment shows 45% completed 
secondary school (10th standard), 28% higher 
secondary (12th), 18% primary only, and 9% graduate 
degrees.

Geographic spread shows 35% in Tier 1 metros, 40% in 
Tier 2 cities, and 25% in Tier 3/rural areas. Linguistic 
diversity requires vernacular content, with Hindi (41%), 
Tamil (11%), Telugu (9%), Bengali (8%), Marathi (7%), 
and Gujarati (6%) representing primary languages.

Source: NSSO Employment & Unemployment 
Survey, World Bank India Development 
Indicators, LinkedIn Workforce Report India



Skills Gap Heat Map by Sector

Quantitative skills gap analysis across target sectors reveals critical shortages in both technical competencies and soft 
skills. The heat map synthesizes employer surveys, job posting analysis, and worker self-assessments to identify high-
priority training needs.

Skill Category Construction Hospitality Retail Logistics Manufacturing

Digital Literacy High Gap Medium Gap Medium Gap High Gap Medium Gap

Safety & Compliance Critical Gap High Gap Medium Gap High Gap Critical Gap

Customer Service Low Gap Critical Gap Critical Gap Medium Gap Low Gap

Technical Skills High Gap Medium Gap Low Gap Medium Gap Critical Gap

Communication Medium Gap High Gap High Gap Medium Gap Medium Gap

Quality Control High Gap Medium Gap Medium Gap High Gap Critical Gap

Equipment Operation High Gap Low Gap Low Gap Critical Gap Critical Gap

Critical gaps (affecting 60%+ of workers) exist in safety/compliance for construction and manufacturing, customer 
service for hospitality and retail, and equipment operation for logistics and manufacturing. High gaps (40-59%) span 
digital literacy, technical skills, and quality control across most sectors. This prioritization informs SkillShift's content 
roadmap and partnership strategy.

Source: NSDC Skill Gap Studies by Sector 2023-24, Employer surveys conducted by TeamLease



Government Initiatives Landscape

Source: NSDC Annual Report 2023-24, Ministry 
of Skill Development & Entrepreneurship data, 
PMKVY Monitoring Dashboard

Policy Framework

Government skills development initiatives create 
favorable ecosystem conditions and potential 
partnership opportunities. Skill India Mission, launched 
in 2015, targets training 400 million people by 2025 
through multiple schemes and 37 sector skill councils 
under National Skill Development Corporation (NSDC).

Pradhan Mantri Kaushal Vikas Yojana (PMKVY) has 
trained 13.5 million candidates since inception, with 
¹3,000 crore annual budget allocation. However, 
placement rates average only 35-42%, highlighting 
execution gaps that technology-enabled solutions could 
address. Recognition of Prior Learning (RPL) certified 8.2 
million workers, validating existing skills.

State governments operate parallel schemes with 
varying effectiveness. Maharashtra's MITRA program, 
Karnataka's Yuva Nidhi, and Tamil Nadu's Naan 
Mudhalvan demonstrate state-level innovation, often 
with digital components and private sector partnerships.



Digital Penetration in Blue-Collar Segments
Smartphone adoption among blue-collar workers has accelerated dramatically, creating infrastructure for mobile-first 
learning solutions. Current penetration stands at 72% overall, with significant variance by age, geography, and sector. 
The adoption curve suggests 85%+ penetration by 2026, establishing mobile as the dominant access channel.
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Usage Patterns

Blue-collar workers demonstrate distinct mobile usage patterns relevant to product design. Average daily screen time 
of 3.2 hours concentrates in early morning (6-8 AM) and evening (7-10 PM) windows around work shifts. Video content 
consumption dominates at 62% of time spent, followed by messaging (23%), social media (11%), and other activities 
(4%).

Data constraints influence behavior, with 58% on limited data plans (1.5-2 GB/day) requiring content optimization. 
Vernacular preference is pronounced, with 71% primarily consuming regional language content. App storage space is 
constrained, with median available storage of 3-5 GB, necessitating lightweight app design.

Source: GSMA Mobile Economy India Report 2024, App Annie State of Mobile India, Digital Divide Data Survey



Competitor Mapping: Institutional vs Digital 
Players

The blue-collar upskilling market features fragmented competition across offline institutes, online platforms, and 
emerging hybrid models. Traditional Industrial Training Institutes (ITIs) and private vocational centers dominate with 
80%+ market share by volume but suffer from outdated curricula, poor placement rates, and limited scalability. Digital 
entrants are capturing mindshare among younger, mobile-savvy workers.

Offline Institutional Players

12,000+ government ITIs with 2.5 million annual 
enrollment

15,000+ private vocational institutes (unorganized)

Average course fee ¹15,000-45,000 for 3-12 month 
programs

Placement rates 25-35%, limited employer 
connections

Geographic constraints limit accessibility for rural 
workers

Digital Platform Competitors

Apna (blue-collar job platform adding skills 
component)

upGrad for Business (enterprise upskilling, some 
blue-collar)

Vahan (gig workforce with micro-courses)

Babajob, WorkIndia (job platforms with training 
modules)

Udemy, Coursera (limited vernacular blue-collar 
content)



TAM/SAM/SOM Calculation
Market sizing employs bottoms-up methodology, building from addressable workforce demographics through realistic 
penetration assumptions. The Total Addressable Market (TAM) represents the theoretical maximum if SkillShift served 
all digitally-accessible blue-collar workers seeking upskilling. Serviceable Available Market (SAM) narrows to target 
sectors and geographies. Serviceable Obtainable Market (SOM) reflects achievable market share given competitive 
dynamics and execution capacity.

TAM: ₹45,000 Crore

180 million digitally-accessible 
blue-collar workers × ₹2,500 

annual training spend per capita. 
Represents full market if 100% 

adoption across all sectors, 
geographies, and languages. 
Reference point for long-term 

opportunity assessment.

SAM: ₹7,200 Crore

32 million workers in target 
sectors (construction, 

hospitality, retail) across Tier 1/2 
cities, age 18-35, with 

smartphone access. Narrows to 
realistic addressable base given 
SkillShift's initial positioning and 

content coverage.

SOM: ₹180 Crore (Year 5)

2.5% market share of SAM, 
representing 720,000 paying 

users at ₹2,500 average annual 
revenue. Achievable with strong 

execution, assuming 15-18% 
category growth and 

competitive positioning in top 3 
players.

Year 1 SOM targets ₹12 crore revenue (5,000 paying users), scaling to ₹45 crore in Year 3 (18,000 users) and ₹180 crore 
in Year 5. Market share trajectory assumes category growth of 25-30% annually, with SkillShift capturing 
disproportionate share through superior product and execution.



Adjacent Market Opportunities
Expansion Vectors

Adjacent market opportunities beyond core blue-collar upskilling create optionality for future growth. Workforce 
staffing and placement represents ¹15,000 crore market, with SkillShift leveraging trained user base to offer 
recruitment services to employers. This marketplace model generates placement fees (1-2 months salary) while 
improving user ROI.

Corporate training budgets for blue-collar workforce total ¹50,000 crore annually, with large employers (retail chains, 
hospitality groups, construction firms) spending ¹8,000-15,000 per employee. B2B enterprise licenses bundling 
content, assessments, and analytics target this segment with 3-5x higher ARPU than B2C.

Government training contracts under PMKVY and state schemes represent ¹3,000+ crore annual opportunity. 
Technology platforms can deliver training at 40-50% lower cost than traditional centers while improving outcomes, 
positioning for PPP models and direct government procurement.

Recruitment 
Marketplace

¹15,000 Cr

Placement services

Corporate Training

¹50,000 Cr

B2B enterprise

Govt Contracts

¹3,000 Cr

PMKVY & state

Financial Services

¹8,000 Cr

Credit, insurance

Financial services integration (credit, insurance, benefits) to upskilled workforce represents ¹8,000 crore opportunity. 
Workers completing certifications gain access to embedded financing for education, equipment, or income smoothing, 
with SkillShift earning referral fees from financial partners.



Customer Discovery

Beta User Engagement Dashboard
Beta testing with 500 users across Mumbai, Delhi, and Bengaluru over 12 weeks generated robust engagement signals 
validating core product-market fit. Daily Active Users (DAU) stabilized at 38% of Monthly Active Users (MAU) by week 
8, comparing favorably to consumer app benchmarks of 25-30%. Average session length of 18 minutes and 4.2 
sessions per week indicate strong content engagement and habit formation.
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38%
DAU/MAU Ratio

Strong daily usage habits forming

18
Avg Session (Minutes)

Deep content engagement

4.2
Sessions Per Week

Frequent return visits

Feature adoption analysis shows video lessons achieving 89% usage, quizzes/assessments 67%, peer discussion 
forums 34%, and certification pathways 56%. The high adoption of core learning features validates content quality, 
while lower forum usage suggests opportunity to strengthen community features. Mobile-optimized design enables 
94% of sessions occurring on smartphones rather than desktop.



User Persona Deep-Dive: Young Aspirant

Rajesh, 24, Construction Worker

Demographics: Male, 24 years, completed 10th 
standard, migrated from Bihar to Mumbai 3 years ago. 
Earns ¹18,000/month as helper, lives in shared 
accommodation with 4 roommates. Owns Redmi 
smartphone with 2GB daily data plan.

Goals & Motivations: Aspires to become skilled 
mason/carpenter with ¹35,000+ monthly income. Wants 
to send money home to family and eventually start own 
contracting business. Values skills that provide 
immediate income improvement and long-term career 
stability.

Pain Points: Limited time for training (works 10-hour 
days, 6 days/week). Cannot afford ¹25,000+ fees for 
traditional ITI courses. Uncomfortable with English, 
needs Hindi content. Lacks industry connections for 
better job opportunities.

Usage Behavior: Learns during morning commute (6:30-
7:30 AM) and evenings (8-10 PM). Prefers short video 
lessons (5-8 minutes) and visual demonstrations. Highly 
motivated by certification and job placement assistance.



User Persona: Mid-Career Switcher

Priya, 32, Hospitality Worker

Demographics: Female, 32 years, 12th standard 
education, working as housekeeping supervisor in 4-star 
hotel in Bengaluru. Earns ¹25,000/month. Married with 
one child, household income ¹50,000 combined with 
husband's salary.

Goals & Motivations: Seeks career advancement to front 
office or food & beverage service roles with ¹40,000+ 
salary. Interested in guest relations, hospitality 
management skills. Wants English communication 
improvement and customer service certification 
recognized by hotel chains.

Pain Points: Shift work makes fixed-schedule classes 
impossible. Family responsibilities limit study time. 
Concerned about return on investment for training. 
Needs courses directly applicable to hospitality career 
paths with employer recognition.

Usage Behavior: Studies in fragmented sessions during 
breaks and off-days. Values structured learning paths 
with clear progression. Highly engaged with peer 
community and success stories. Willing to pay ¹300-
500/month if clear career outcomes.



User Persona: Employer Stakeholder

Amit, 38, HR Manager

Organization: Retail chain with 2,500 employees across 
50 stores in South India. Responsible for training and 
development budget of ₹1.2 crore annually. Reports 
increasing difficulty in finding skilled retail associates 
and reducing attrition (currently 65% annual).

Goals: Reduce onboarding time from 6 weeks to 3 
weeks. Improve customer service scores and sales 
conversion. Lower employee turnover through career 
development. Demonstrate training ROI to CFO. Ensure 
compliance training completion (safety, harassment 
prevention).

Employer Pain Points

Current vendor charges ₹4,500 per employee for in-
person training

Logistics coordination for classroom training is time-
intensive

No visibility into completion rates or learning 
outcomes

One-size-fits-all content doesn't address role-
specific needs

Compliance training documentation for audits is 
cumbersome

Decision Criteria: Seeks mobile-first platform with 
analytics dashboard, bulk licensing discounts, industry-
specific content, certification tracking, and integration 
with HRMS. Budget authority for solutions under ₹2,000 
per employee annually.



User Persona: Government Stakeholder

Sunita, 45, State Skill Development Agency 
Officer

Organization: Maharashtra State Skill Development 
Society, implementing PMKVY and state schemes. 
Manages network of 150 training partners serving 
25,000 candidates annually. Accountable for placement 
outcomes and scheme fund utilization.

Goals & Challenges: Improve training completion rates 
from current 62% to 80%+ target. Increase 90-day 
placement rates from 35% to 50%+ for scheme 
credibility. Reduce per-candidate training costs while 
maintaining quality. Ensure geographic reach to 
underserved districts. Generate real-time MIS reporting 
for ministry oversight and audits.

Technology Platform Criteria

Compliance with NSDC qualification frameworks and 
assessment standards

Vernacular language support (Marathi, Hindi for 
Maharashtra)

Offline capability for areas with connectivity 
challenges

Integration with Skill India Portal for candidate 
enrollment and certification

Biometric attendance and proctoring to prevent fraud

Cost model at ₹3,500-5,000 per candidate (all-
inclusive) vs ₹8,000-12,000 for physical centers

Evidence of placement partnerships and post-
training support



Interview Insights Synthesis
Structured interviews with 52 beta users and 15 employers/stakeholders surfaced recurring themes informing product 
strategy and positioning. Interview protocol included open-ended questions about learning goals, current skill gaps, 
past training experiences, barriers to upskilling, and willingness to pay. Sessions averaged 35 minutes and were 
conducted in users' preferred languages.

Cost Sensitivity

78% cited training costs as primary barrier. Willingness to pay ¹200-500/month for subscription, 
with preference for trial periods. Employer-subsidized models highly attractive. Pay-per-course 
model less preferred due to uncertainty about course quality.

Language Preferences

67% strongly prefer vernacular interfaces and content. English proficiency varies significantly by 
sector (hospitality higher, construction lower). Code-switching common in urban areas. Subtitle 
preferences: 45% regional language, 32% Hindi, 23% English.

Outcomes-Driven

92% want clear link between skills and income improvement. Certification credibility crucial - 
prefer industry-recognized over platform-only certificates. 68% interested in job placement 
assistance as bundled service. Success stories of peer workers highly motivating.

Flexible Learning

85% require on-demand, bite-sized content due to irregular schedules. Optimal lesson length 5-8 
minutes. Download for offline viewing essential for 43% due to data constraints. Evening (7-10 
PM) peak usage window across all personas.



Jobs-to-be-Done Validation
Jobs-to-be-Done framework reveals the functional, emotional, and social dimensions of why users "hire" SkillShift. 
This hierarchy informs product positioning, messaging, and feature prioritization based on relative importance to target 
users.

1 Get better job with 30-50% higher pay

2 Gain skills for career advancement

3 Learn on my schedule, in my language

4 Get certificate employers recognize

5 Feel confident in professional abilities

Functional Jobs

Primary functional job: "Help me acquire specific skills 
that increase my earning capacity." Users seek concrete, 
immediately applicable competencies (equipment 
operation, customer service techniques, safety 
protocols) that employers value. Secondary functional 
jobs include certification for job applications and 
efficient learning that respects time constraints.

Emotional & Social Jobs

Emotional jobs center on confidence, dignity, and career 
control. Users want to "feel capable and professional" 
rather than perpetually entry-level. Social jobs include 
"be seen as skilled by employers and peers" and 
"provide better life for family." Understanding these 
dimensions shapes messaging beyond pure skill 
acquisition.



Customer Journey Map

The end-to-end customer journey spans 15+ touchpoints from awareness through advocacy, with distinct phases 
showing different emotional states, pain points, and opportunities. Mapping reveals critical moments of truth where 
experience quality determines conversion, retention, or churn.

Consideration
Downloads app 

and explores 
content

Active Use
Completes 

courses and 
earns certificates

Awareness
Hears about 

SkillShift from 
friend or job 

portal

Advocacy
Refers friends 

and leaves 
reviews

Onboarding
Creates profile, 

takes 
assessment, 
starts lesson

Phase Touchpoints User Actions Emotions Pain Points Opportunities

Awareness Word of mouth, 
job portals, 
employer

Hears about 
platform, 
searches app 
store

Curious, hopeful, 
skeptical

Trust barriers, 
category 
understanding

Social proof, 
testimonials, clear 
value prop

Consideration App store listing, 
initial screens

Reviews ratings, 
downloads app, 
browses content

Evaluating, 
comparing

Overwhelming 
options, 
commitment 
concerns

Free trial, curated 
pathways, quick 
wins

Onboarding Registration, 
profile, first 
lesson

Creates account, 
selects goals, 
starts learning

Excited, anxious, 
uncertain

Registration 
friction, content 
relevance

Personalization, 
early success, 
clear progress

Active Use Lessons, quizzes, 
certificates

Regular learning 
sessions, 
completes 
modules

Engaged, 
accomplished

Motivation dips, 
time constraints

Gamification, 
reminders, peer 
community

Advocacy Referrals, reviews, 
social sharing

Recommends to 
friends, shares 
achievements

Proud, validated Limited incentives 
to share

Referral rewards, 
social features, 
success stories

Critical insight: 62% of users who complete first lesson within 48 hours of download achieve 4+ week retention vs 18% 
who delay. This highlights the importance of aggressive onboarding optimization and immediate value delivery in the 
consideration-to-onboarding transition.



Payment Willingness Analysis

Conjoint analysis and willingness-to-pay interviews reveal pricing sensitivity varies significantly by user segment, with 
age, income, and sector creating distinct clusters. Understanding these patterns informs tiered pricing strategy and 
subsidy/financing options.
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Pricing Insights

Median willingness to pay across all segments: ¹375/month, with wide distribution (¹200-600 range). Income 
correlation strong: users earning ¹35,000+ willing to pay 2.2x more than those under ¹20,000. Age shows inverse-U 
pattern, with 25-34 cohort highest willingness reflecting career urgency.

Sector variation driven by income levels and perceived skill value. Hospitality workers (average income ¹24,000) show 
highest relative willingness at 1.8% of monthly income, vs construction (1.6%) and retail (1.5%). This suggests 
hospitality workers perceive stronger skill-to-income linkage.

Freemium conversion rates at different price points: ¹199/month (22% conversion), ¹399/month (12%), ¹599/month 
(6%). Price elasticity suggests optimal single-tier pricing around ¹349-399, or three-tier model at ¹199/¹399/¹699 with 
feature differentiation.



Employer vs Employee Value Proposition

SkillShift's dual-sided marketplace requires differentiated value propositions addressing distinct needs and decision 
criteria of employers and employees. While both benefit from improved skills, their motivations, willingness to pay, and 
success metrics differ substantially, informing GTM strategy and product features.

Employee Value Proposition

Career Advancement: Gain skills for 30-50% 
income increase and role progression

Flexibility: Learn anytime, anywhere on mobile in 5-
8 minute lessons

Affordability: ₹199-599/month vs ₹25,000+ 
traditional training

Vernacular Access: Content in Hindi, Tamil, Telugu 
and other languages

Recognized Certificates: Industry-accepted 
credentials for job applications

Job Placement: Connections to employers seeking 
skilled workers

Community: Learn with peers, share experiences 
and opportunities

Employer Value Proposition

Reduced Attrition: 25-35% decrease through career 
development opportunities

Faster Onboarding: Cut training time 40-50% with 
standardized modules

Cost Savings: ₹1,800/employee vs ₹4,500+ for in-
person training

Improved Performance: Measurable productivity and 
quality gains

Compliance Tracking: Automated reporting for 
regulatory requirements

Analytics Dashboard: Real-time visibility into 
completion and outcomes

Scalability: Train 1,000+ employees across locations 
simultaneously

Talent Pipeline: Identify high-performers for internal 
advancement



Retention Cohort Analysis
Weekly cohort retention analysis tracking 500 beta users over 12 weeks reveals strong product stickiness, with 
retention rates exceeding EdTech benchmarks. The retention curve demonstrates classic "smile" pattern: initial drop-
off through week 3 as casual users churn, then stabilization around 40-45% core user base through week 12.

Cohort Week Week 1 Week 2 Week 4 Week 6 Week 8 Week 10 Week 12

Week 1 Cohort 100% 68% 52% 47% 44% 42% 41%

Week 2 
Cohort

100% 71% 55% 49% 46% 44% -

Week 3 
Cohort

100% 69% 53% 48% 45% - -

Week 4 
Cohort

100% 72% 57% 51% - - -

Week 5 
Cohort

100% 74% 58% - - - -

Retention Drivers

Week 1 to Week 2 retention of 68-74% indicates strong initial product experience. Users completing 3+ lessons in first 
week show 85% week 2 retention vs 42% for those completing 0-1 lessons, validating importance of activation 
optimization.

Week 4 plateau around 52-58% represents engaged user base committed to learning journey. These users average 4.5 
sessions/week and 22 minutes/session. Week 12 stabilization at 41-44% exceeds typical consumer app retention of 15-
25% and approaches EdTech subscription benchmarks of 45-50%.

Retention improvement opportunities: push notification optimization (currently only 23% opt-in rate), progress 
milestone celebrations, peer learning features, and personalized content recommendations based on goals and usage 
patterns.



Net Promoter Score Analysis
Beta user NPS survey (n=312 respondents, 62% response rate) yielded overall score of 42, indicating strong product-
market fit and healthy word-of-mouth potential. Distribution shows 58% promoters (score 9-10), 26% passives (score 
7-8), and 16% detractors (score 0-6). While strong for pre-revenue product, improvement opportunity exists in 
converting passives to promoters.

58%

Promoters

Score 9-10, enthusiastic advocates

26%

Passives

Score 7-8, satisfied but not 
enthusiastic

16%

Detractors

Score 0-6, unhappy or disappointed

NPS by Segment

Age 18-24: NPS 48 (highest, most enthusiastic adopters)

Age 25-34: NPS 41 (baseline, largest segment)

Age 35+: NPS 35 (lower, UI/UX concerns)

Hospitality: NPS 52 (best sector fit, clear ROI)

Retail: NPS 44 (strong, values flexibility)

Construction: NPS 34 (lowest, language gaps)

Active users (8+ sessions): NPS 68 (engagement drives advocacy)



NPS Driver Analysis: Promoters vs Detractors
Qualitative analysis of open-ended NPS feedback reveals distinct reasons for promotion vs detraction, informing 
product roadmap priorities. Text analysis of 287 comments identifies recurring themes weighted by frequency.

Promoter Drivers (Top Reasons for Score 9-
10)

Convenience & Flexibility (mentioned 76%): "Can 
learn during commute," "study on my schedule," 
"perfect for shift workers"

1.

Quality Content (68%): "Videos are clear and 
practical," "exactly what I need for my job," "better 
than expensive courses"

2.

Vernacular Language (61%): "Finally training in 
Hindi," "regional language makes it easy," 
"comfortable learning in mother tongue"

3.

Career Impact (54%): "Helped me get better 
position," "employer impressed by certificate," "skills 
I can use immediately"

4.

Affordability (49%): "Free access during beta is 
amazing," "much cheaper than institutes," "worth the 
price"

5.

Detractor Drivers (Top Reasons for Score 0-
6)

Limited Content Breadth (mentioned 72%): "Need 
more advanced courses," "my specific role not 
covered," "want topics in electrical work"

1.

Technical Issues (58%): "App crashes sometimes," 
"video buffering on slow internet," "downloaded 
content not working offline"

2.

Lack of Live Support (41%): "Want to ask instructor 
questions," "need doubt clarification," "recorded 
videos insufficient for complex topics"

3.

Credibility Concerns (35%): "Will employers 
recognize certificate?," "not sure about course 
quality," "prefer known brand"

4.

Navigation Complexity (29%): "Hard to find right 
course," "too many options confusing," "simpler 
interface needed"

5.

Key insight: Promoters value the product's core differentiators (mobile-first, vernacular, affordable), while detractors 
cite gaps in breadth and polish rather than rejecting core concept. This validates product-market fit while highlighting 
execution priorities.



Feature Usage Heat Map
Feature usage analysis across 500 beta users and 6,200+ sessions identifies high-value features driving engagement 
and low-adoption features requiring improvement or removal. Usage measured by % of users activating feature at least 
once and average frequency among adopters.

Feature Adoption % Young Aspirant Mid-Career Frequency (per 
user)

Engagement 
Score

Video Lessons 89% High High 24 views/user 9.8/10

Skill Assessments 67% High Medium 8 attempts/user 8.2/10

Certificate Downloads 56% Medium High 2.4 certs/user 8.9/10

Learning Paths 52% Medium High 3.1 paths/user 7.8/10

Job Board 44% High Medium 6.7 views/user 7.4/10

Discussion Forums 34% Low Medium 4.2 posts/user 6.1/10

Bookmarks/Favorites 28% Low High 5.3 items/user 6.8/10

Social Sharing 19% Medium Low 1.8 shares/user 5.2/10

Live Q&A Sessions 12% Low Low 1.1 sessions/user 7.9/10

Tier 1 features (video lessons, assessments, certificates) drive 80%+ engagement time and show strong adoption 
across personas. These require continued investment and quality improvements. Tier 2 features (learning paths, job 
board) show moderate adoption with room for optimization through better discovery and messaging. Tier 3 features 
(forums, live sessions) show low adoption despite high engagement scores among users who do adopt, suggesting 
potential with better activation strategies.



Product Strategy

MVP Feature Audit: Usage vs Effort Matrix
Product feature portfolio evaluation plots current features on usage (% of active users engaging) vs development effort 
(estimated engineering weeks) to identify high-ROI improvements and low-value features to sunset. This 2x2 matrix 
informs ruthless prioritization pre-launch.

High Usage, Low Effort (Quick Wins)

Video playback speed controls (92% usage, 0.5 week 
effort)

Download for offline viewing (87% usage, 1 week 
effort)

Progress tracking dashboard (78% usage, 1.5 weeks 
effort)

Push notification reminders (71% usage, 1 week 
effort)

These features deliver outsized impact relative to 
investment and should be optimized aggressively. 
Priority: enhance offline reliability and notifications.

High Usage, High Effort (Core Product)

Video content library (89% usage, ongoing effort)

Assessment engine (67% usage, 4 weeks effort)

Personalization algorithms (52% usage, 6 weeks 
effort)

These are table-stakes features requiring continued 
investment despite high effort. The competitive moat 
depends on quality execution here.

Low Usage, Low Effort (Consider Improving)

Social sharing buttons (19% usage, 0.5 weeks effort)

Bookmarks (28% usage, 0.3 weeks effort)

Low adoption suggests poor discovery or unclear value. 
Consider A/B testing enhanced CTAs and education 
before sunset decisions.

Low Usage, High Effort (Candidates for 
Sunset)

Live Q&A sessions (12% usage, 3 weeks ongoing 
effort)

Advanced discussion forums (34% usage, 4 weeks 
initial, ongoing moderation)

These features consume resources disproportionate to 
impact. Consider simplifying forums to basic Q&A and 
making live sessions asynchronous recorded content.



Hero Feature Identification

Hero features represent the 3-5 capabilities that deliver overwhelming majority of user value, differentiate from 
competitors, and drive word-of-mouth. Identifying and doubling down on these features is critical for early-stage focus 
and positioning clarity. Impact scoring evaluates each feature across user value, differentiation, viral potential, and 
monetization enablement on 1-10 scale.

1

Bite-Sized Video Lessons (Score: 9.4/10)

5-8 minute mobile-optimized videos addressing specific skills. User value: 9.8 (highest engagement). 
Differentiation: 8.5 (format optimized for blue-collar schedules). Viral: 8.8 (easy to share specific lessons). 
Monetization: 10 (core paid content). This is the product foundation - investment in content quality and 
production scale is paramount.

2

Vernacular Language Support (Score: 9.1/10)

Full Hindi interface with Tamil, Telugu expansion roadmap. User value: 9.6 (eliminates language barrier for 
70%+ users). Differentiation: 9.8 (few competitors offer depth). Viral: 8.2 (strong in regional networks). 
Monetization: 8.8 (expands TAM). Accelerating vernacular rollout from Y2 to Month 6 is strategic pivot #3.

3

Industry-Recognized Certifications (Score: 8.8/10)

Certificates aligned with NSDC QPs and recognized by employer partners. User value: 9.4 (job application 
credibility). Differentiation: 8.2 (partnerships create moat). Viral: 8.5 (shareable achievements). 
Monetization: 9.1 (premium tier differentiator). Requires ongoing partnership development with sector skill 
councils and major employers.

4

Offline Learning Mode (Score: 8.3/10)

Download lessons for playback without connectivity. User value: 9.1 (removes data constraint barrier). 
Differentiation: 7.8 (some competitors offer). Viral: 7.5. Monetization: 8.8 (reduces churn). Technical 
improvements needed: 43% report offline playback issues, prioritize bug fixes and increase download 
limits.

5

Job Placement Integration (Score: 8.0/10)

Direct job board integration showing opportunities requiring completed skills. User value: 8.9 (addresses 
ultimate goal of better employment). Differentiation: 8.4 (most EdTech lacks placement). Viral: 7.8. 
Monetization: 7.8 (indirect via retention). Develop B2B partnerships with staffing firms and employers to 
expand job inventory.



RICE Prioritization Framework
RICE (Reach × Impact × Confidence ÷ Effort) framework quantifies product roadmap prioritization, calculating score for 
each proposed feature or improvement. Reach = number of users affected per quarter. Impact = value delivered per 
user (0.25=low, 0.5=medium, 1=high, 2=very high, 3=massive). Confidence = certainty in estimates (50%-100%). 
Effort = person-weeks required. Higher RICE scores indicate higher priority.

Feature/Improvement Reach 
(users/Q)

Impact Confidence Effort 
(weeks)

RICE 
Score

Priority Tier

Hindi language rollout (full UI + 50 
courses)

12000 3.0 95% 8 4,275 P0 - Launch Blocker

Offline playback reliability fixes 8000 2.0 90% 2 7,200 P0 - Launch Blocker

Employer dashboard (B2B analytics) 2000 3.0 70% 6 700 P1 - Post-Launch

Advanced assessment engine 
(adaptive)

5000 1.0 60% 5 600 P1 - Post-Launch

Referral program mechanics 3000 2.0 80% 3 1,600 P0 - Launch Blocker

Social learning features (peer 
groups)

4000 1.0 50% 6 333 P2 - Future

Tamil content (30 courses) 3000 2.0 85% 5 1,020 P1 - Post-Launch

Payment gateway integration (UPI) 6000 3.0 100% 2 9,000 P0 - Launch Blocker

Gamification (badges, 
leaderboards)

7000 0.5 70% 4 612 P1 - Post-Launch

Live doubt resolution chat 2000 1.0 50% 8 125 P2 - Future

Course recommendations engine 5000 1.0 65% 4 812 P1 - Post-Launch

Enhanced video player 
(annotations)

8000 0.5 80% 3 1,067 P1 - Post-Launch

P0 features (RICE >1,500) are launch blockers requiring completion pre-launch: payment integration, Hindi rollout, 
offline fixes, and referral program. P1 features ship in first 3 months post-launch. P2 features deferred to Quarter 2+.



Content Strategy: Course Library Roadmap
Content is product for SkillShift - the roadmap prioritizes courses based on skills gap severity, target user demand, 
competitive differentiation, and partnership opportunities. Target: 100+ courses across 5 sectors within 18 months, 
starting with highest-impact content in pilot phase.

Phase 1: Pilot Launch (Month 1-3)

Construction (8 courses):

Basic masonry and plastering techniques

Electrical wiring fundamentals

Plumbing installation basics

Construction safety and PPE usage

Blueprint reading essentials

Power tool operation and maintenance

Material estimation and measurement

Quality control in finishing work

Hospitality (6 courses):

Front office operations and guest management

Housekeeping standards and techniques

Food and beverage service fundamentals

Customer service excellence

English communication for hospitality

Hotel management software basics

Retail (6 courses):

Point-of-sale system operation

Visual merchandising principles

Customer engagement and sales techniques

Inventory management basics

Retail math and billing

Handling customer complaints

Cross-Sector (5 courses):

Smartphone and digital literacy

Basic English for workplace

Financial literacy and banking

Workplace safety and rights

Time management and productivity

Total Phase 1: 25 courses (75-100 hours content)

Content production capacity: 10 courses per month with 3 full-time instructional designers, 2 video producers, 5 
subject matter experts (part-time), and freelance voice talent. Average course length: 3-4 hours of video across 8-12 
lessons.



Content Expansion: Phases 2-4

1

Phase 2: Scale (Month 4-9)

Add 35 courses expanding depth in core sectors plus 
logistics sector entry. Construction advances to 
specialized trades (HVAC, carpentry, tile work). 

Hospitality adds food preparation, bar service, event 
management. Retail adds category-specific courses 

(fashion, electronics, grocery). Introduce logistics 
fundamentals (warehouse operations, last-mile 
delivery, inventory systems). Total library: 60 

courses.

2

Phase 3: Diversify (Month 10-15)

Add 25 courses in manufacturing and emerging skills. 
Manufacturing content covers quality control, lean 

principles, equipment operation, and safety. Emerging 
skills include basic data entry, customer support, 
digital marketing fundamentals for gig economy. 
Partner with industry associations for specialized 

certifications. Total library: 85 courses.

3

Phase 4: Advance (Month 16-18)

Add 20 advanced courses for career progression and 
supervisory roles. Content targets team leadership, 

project management, business fundamentals for 
small contractors/entrepreneurs. Introduce outcome-

based pricing for premium certification programs. 
Total library: 105 courses across 6 sectors.



Certification and Credentialing Strategy

Multi-Tier Certification Approach

Three-tier certification model balances accessibility, 
rigor, and employer recognition. Tier 1 (Course 
Completion Badges) awarded automatically upon 
finishing course with 70%+ assessment scores - 
provides motivation and enables social sharing. Tier 2 
(Skill Certifications) requires completing multi-course 
learning path, passing comprehensive assessment 
(80%+ score), and submitting practical demonstration 
video - these certificates carry SkillShift + employer 
partner co-branding.

Tier 3 (NSDC-Aligned Qualifications) maps to National 
Skill Qualification Framework levels 1-4, with 
assessments proctored via smartphone camera and 
third-party verification. These premium certifications 
require fee (¹1,500-3,500) shared with assessment 
agencies and carry government recognition for formal 
employment, particularly public sector and large 
enterprises.

Partnership strategy: MOUs signed with 5 Sector Skill 
Councils (Construction SSC, Tourism & Hospitality SSC, 
Retail SSC, Logistics SSC, Domestic Workers SSC) to 
align content with Qualification Packs. Employer 
recognition program: recruit 15-20 anchor employers to 
recognize SkillShift certifications in hiring, creating 
demonstrated ROI for learners.



Technology Stack Assessment
Current technology architecture evaluation against scalability, reliability, and cost efficiency requirements for 100,000+ 
user target. Mobile-first design is validated, but infrastructure improvements needed before aggressive user 
acquisition.

Component Current Stack Assessment Scalability Action

Mobile App React Native (iOS + Android) Good cross-platform code 
sharing, but performance 
optimization needed for video 
playback

Medium Refactor video 
player, reduce 
bundle size

Backend API Node.js + Express on AWS EC2 Functional but lacks auto-
scaling, monitoring incomplete

Low Migrate to 
containerized 
deployment 
(ECS), 
implement auto-
scaling

Database PostgreSQL (RDS) Well-structured schema, but no 
read replicas for traffic spikes

Medium Add read 
replicas, 
implement 
caching (Redis)

Video Storage AWS S3 + CloudFront CDN Cost-effective and reliable, 
good global distribution

High Optimize 
encoding 
pipeline, 
implement 
adaptive bitrate

Authentication JWT tokens, OTP via SMS 
(Twilio)

Secure but SMS costs high 
(¹0.20-0.30 per OTP)

High Explore 
WhatsApp OTP 
(lower cost 
¹0.05)

Analytics Mixpanel + custom logging Good product analytics, but 
limited business intelligence

Medium Add Segment for 
data pipeline, 
implement data 
warehouse

Payment Not implemented Critical launch blocker N/A Integrate 
Razorpay (UPI, 
cards, wallets)

Content CMS Custom admin panel Functional but lacks workflow 
management for scale

Low Enhance 
approval 
workflows, 
version control

Infrastructure cost projection: ¹2.8 lakh/month at 10,000 active users, scaling to ¹12 lakh/month at 50,000 users with 
optimizations. Primary cost drivers: video bandwidth (45%), compute (30%), database (15%), other services (10%).



Mobile-First Design Audit

Heuristic evaluation of mobile app UX against Nielsen's 10 usability principles and mobile-specific best practices. 
Assessment conducted through expert review (2 UX designers) and user testing sessions (n=25 users, mixed 
experience levels). Scoring: 1=severe problems, 5=excellent.

88%

Visibility of System Status

Clear loading states and progress indicators

72%

Match with Real World

Some technical jargon confuses users

65%

User Control & Freedom

Difficult to exit flows, needs better back navigation

78%

Consistency & Standards

Generally consistent but some UI pattern variations

81%

Error Prevention

Good validation, but confirmation dialogs inconsistent

69%

Recognition vs Recall

Hidden navigation requires memory of feature locations

Critical UX Improvements (Pre-Launch)

Simplify navigation: Current 5-tab bottom nav overwhelming. Reduce to 3 tabs (Learn, Progress, Profile). Surface 
less-used features through Profile menu.

1.

Onboarding optimization: Current 6-screen onboarding has 42% drop-off. Reduce to 3 screens, defer optional 
steps, provide skip option.

2.

Course discovery: Users struggle finding relevant courses. Implement role-based recommendations, prominent 
search, category browsing.

3.

Video player controls: 18% of users can't find playback speed, download, or subtitle options. Increase button size, 
add onboarding tooltips.

4.

Vernacular consistency: Currently 15% of UI remains in English even when Hindi selected. Achieve 95%+ 
translation coverage.

5.



18-Month Product Roadmap
Quarterly release roadmap balances new feature development with technical debt reduction and scalability 
improvements. Roadmap synchronized with go-to-market milestones (pilot launch Q1, scale Q2-Q3, national expansion 
Q4+). Each release includes user-facing features and infrastructure improvements.

Quarter User-Facing Features Infrastructure & Platform Content & Partnerships

Q1 (Month 1-3) Payment integration (UPI, cards). 
Referral program launch. Offline 
playback improvements. Enhanced 
video player. Push notifications.

Razorpay integration. Auto-scaling 
deployment. Redis caching. 
Monitoring & alerts. Load testing for 
10K users.

25 courses (Construction 8, 
Hospitality 6, Retail 6, Cross-sector 
5). 3 Sector Skill Council MOUs. Hindi 
full language support.

Q2 (Month 4-6) Personalized recommendations. 
Gamification (badges, streaks). In-
app chat support. Course progress 
sync across devices. Job board 
integration V1.

Segment data pipeline. Data 
warehouse setup. A/B testing 
framework. WhatsApp notifications. 
CDN optimization.

20 additional courses (10 
construction, 5 hospitality, 5 retail). 
Employer partnership program (10 
anchor employers). Tamil language 
support.

Q3 (Month 7-9) Employer dashboard (B2B). 
Adaptive assessments. Peer 
learning groups. Live webinar 
capability. Advanced search and 
filters.

B2B multi-tenancy. SSO integration 
(enterprise). API rate limiting. 
Compliance logging. Security audit.

15 additional courses + logistics 
sector entry (8 courses). NSDC-
aligned certifications for 5 courses. 
Telugu language support.

Q4 (Month 10-
12)

Career pathways visualization. 
Mentor matching. Video resume 
builder. Financial aid application. 
Community leaderboards.

ML recommendation engine. Video 
encoding optimization. 
Microservices migration (phase 1). 
GraphQL API.

15 courses (5 construction advanced, 
5 manufacturing entry, 5 emerging 
skills). Government partnership pilot 
(1 state). Bengali language support.

Q5-Q6 (Month 
13-18)

Advanced analytics for learners. 
Voice-based navigation. AR/VR pilot 
for technical skills. White-label 
solution for partners. Marketplace 
for instructors.

Real-time analytics pipeline. 
Internationalization framework. 
Chaos engineering. 99.9% uptime 
SLA. PCI-DSS compliance.

25 courses (advanced certifications, 
supervisory skills). 50+ NSDC-
aligned qualifications. Regional 
language expansion (Marathi, 
Gujarati).



A/B Testing Plan for Top 5 Hypotheses

Systematic experimentation approach to optimize conversion funnel, engagement, and monetization. Each test 
includes hypothesis, success metrics, sample size calculation, and decision criteria. Experiments run for 2-4 weeks to 
achieve statistical significance, prioritizing highest-impact tests first.

1

Freemium vs Free Trial Conversion

Hypothesis: 14-day all-access free trial converts 15%+ higher than freemium with 5 free courses. Metric: Trial-to-
paid conversion rate. Control: Freemium (current). Variation: 14-day trial with credit card required. Sample: 2,000 
users per cohort. Success: >12% relative improvement, p<0.05. Duration: 4 weeks to measure Day 30 conversion.

2

Pricing Tier Optimization

Hypothesis: Three-tier pricing (₹199/₹399/₹699) drives higher revenue per user than single ₹399 tier through 
price discrimination. Metric: Revenue per paying user (RPPU). Control: Single tier ₹399/month. Variations: 3-tier 
with feature differentiation. Sample: 1,500 users per cohort. Success: >20% RPPU increase. Duration: 3 weeks.

3

Onboarding Flow Length

Hypothesis: 3-screen onboarding has 25%+ higher completion than current 6-screen flow, improving activation. 
Metric: Onboarding completion rate, Week 1 retention. Control: 6 screens (current). Variation: 3 screens (role 
selection, goals, language). Sample: 2,500 users per cohort. Success: >20% completion improvement AND no 
degradation in retention.

4

Social Proof in Course Pages

Hypothesis: Displaying "X users completed this course" and reviews increases course start rate by 15%+. Metric: 
Course start rate (clicks → video start). Control: No social proof elements. Variation: Completion count + 5-star 
ratings + 2-3 review snippets. Sample: 3,000 users per cohort. Success: >12% start rate improvement.

5

Referral Incentive Structure

Hypothesis: Two-sided incentives (₹100 to referrer + ₹100 to referee) drives 40%+ more referrals than one-sided 
(₹200 to referrer only). Metric: Referrals per user, viral coefficient. Control: ₹200 to referrer. Variation: ₹100 each. 
Sample: 1,000 users per cohort. Success: >25% increase in referral rate, viral coefficient >1.0.



Competitive Intelligence

Competitor Comparison Matrix
Comprehensive competitive analysis across 12 direct and indirect competitors, evaluating 18 dimensions critical to 
blue-collar upskilling market success. This matrix informs differentiation strategy and identifies whitespace 
opportunities.

Dimension SkillShift Apna upGrad Udemy ITIs Vahan Ideal

Mobile-first design High High Medium Medium None High High

Blue-collar focus High High Low Low High Medium High

Vernacular content Medium Medium Low Low High Medium High

Course breadth Medium Low High High Medium Low High

Content quality High Medium High Variable Low Medium High

Certification value High Low High Medium High None High

Job placement Medium High Medium None Low High High

Pricing (affordability) High Free Low Medium Medium Free High

B2B offering Planned Yes Yes Yes No No Yes

Offline capability Medium Low Low Medium N/A None High

Personalization Medium Low High Medium None Low High

Community features Low High Medium Low High Medium Medium

Assessment quality High Low High Medium Medium None High

Brand recognition None Medium High High High Low High

Employer 
partnerships

Low High Medium Low Medium High High

Tech platform quality Medium High High High Low Medium High

Financial backing Seed Series C Series D Public Govt Series B Series B+

SkillShift competitive positioning: Strong in content quality, certification value, and focused blue-collar proposition. 
Gaps in brand recognition, employer partnerships, and community features. Opportunity: Combine best of dedicated 
EdTech (content depth, assessments) with job platforms (placement, employer connect) in purpose-built mobile 
experience.



Pricing Model Analysis
Detailed analysis of competitor pricing strategies reveals diverse monetization approaches, from freemium consumer 
subscriptions to high-ticket B2B enterprise contracts. Understanding pricing architecture informs SkillShift's tiered 
model and revenue mix strategy.

Competitor Pricing Model Price Points

Apna Free for job seekers, employer-paid 
job postings

₹0 consumer, ₹5K-15K per job post

upGrad for Business B2B enterprise licenses, per-learner 
pricing

₹25K-45K per employee (annual), 
bulk discounts

Udemy Pay-per-course, frequent discounts ₹499-1,999 per course (discounted 
from ₹3K-10K)

Vahan Free for workers, commission from 
gig platforms

₹0 consumer, 8-12% placement fee 
from employers

Traditional ITIs Upfront course fees, government-
subsidized

₹15K-45K (6-12 month programs), 
₹5K-8K with subsidy

Coursera Individual subscriptions, pay-per-
certificate

$39-79/month subscription, ₹3K-7K 
per certificate

Pricing Strategy Insights

Consumer Willingness: Blue-collar segment demonstrates price sensitivity with optimal range ₹199-599/month. 
Freemium models with employer subsidy reduce individual burden while capturing enterprise budgets.

B2B Opportunity: Enterprise pricing 3-4x higher than consumer (₹15K-25K per employee annually) with superior 
LTV:CAC ratios. Employers value compliance tracking, reduced turnover, and improved productivity metrics.

Hybrid Model: Most successful players employ multi-pronged monetization - consumer subscriptions, employer 
licenses, placement fees, and government contracts. Diversification reduces reliance on single revenue stream.



Market Positioning Map

Two-dimensional competitive positioning plots players on Affordability (horizontal axis) vs Content Depth & Quality 
(vertical axis). This visualization identifies SkillShift's strategic positioning and white space opportunities in the blue-
collar upskilling market.

Quadrant Analysis

High Depth, High Affordability (Ideal Position): Currently 
empty white space. This is SkillShift's target positioning 
- professional-quality content at accessible pricing 
enabled by mobile-first scale economics. Key 
differentiators: vernacular content, micro-lessons, job 
integration.

High Depth, Low Affordability: upGrad, Coursera, 
premium EdTech. Strong content but ₹30K-50K+ annual 
costs exclude blue-collar segment. Limited vernacular 
support and corporate focus.

Low Depth, High Affordability: Apna, Vahan, YouTube 
tutorials. Free or low-cost access but limited structured 
curriculum, assessments, and certification. Content 
quality variable, placement-focused rather than skills-
focused.

Low Depth, Low Affordability: Traditional ITIs, 
unorganized private institutes. ₹15K-45K fees with 
outdated curriculum, poor instructor quality, and weak 
employer connections. Placement rates 25-35% despite 
moderate pricing.



Competitive Moat Assessment

Analysis of sustainable competitive advantages across network effects, content quality, technology platform, and 
brand. Strong moats create defensibility against well-funded competitors and enable premium pricing.

Network Effects: Medium Potential

Currently weak (single-player learning experience). 
Opportunity to build two-sided marketplace (learners 
µ  employers) and peer learning community. Job 
placement integration creates reinforcing loop: more 
learners ³ more employer partners ³ better 
placement rates ³ more learners. Target: activate 
network effects by Month 12 with 10K+ users and 50+ 
employers.

Content Moat: Strong

Blue-collar-specific curriculum designed with sector 
experts, mapped to NSDC frameworks. Vernacular 
localization requires 6-9 months and ¹40-60 lakh 
investment per language, creating barrier. Partnerships 
with Sector Skill Councils provide certification 
credibility. Continuous content refresh needed (new 
courses, updated material) maintains moat. 
Vulnerability: commoditization risk if generic content 
acceptable to users.

Technology: Moderate

Mobile-optimized video delivery, offline capability, and 
adaptive assessments require engineering investment 
but not breakthrough innovation. Open-source tools 
reduce barriers. True moat comes from data - 
personalization algorithms improve with scale (100K+ 
users needed for ML effectiveness). Employer 
dashboards and analytics create switching costs in 
B2B segment. Invest in data infrastructure for long-
term advantage.

Brand: Currently Weak

Zero brand awareness pre-launch. Building trust 
critical in blue-collar segment where education scams 
common. Strategies: partnership credibility (NSDC, 
employers), success stories and testimonials, 
transparent outcomes reporting (placement rates, 
salary lift), influencer endorsements from sector 
leaders. Timeline: 18-24 months to achieve aided 
awareness in target cities. Risk: well-funded 
competitor can accelerate brand-building.



Feature Gap Analysis
Systematic comparison of SkillShift's current and planned features against competitor capabilities, categorized by 
criticality: Must-Have (table stakes), Differentiating (competitive advantage), and Nice-to-Have (incremental value). 
This informs roadmap prioritization and identifies areas to lead vs follow.

Feature SkillShift Best 
Competitor

Criticality Action Plan

Mobile-optimized video 
lessons

Yes Medium Must-Have Maintain quality 
advantage

Vernacular content (Hindi+) Partial Weak Differentiatin
g

Accelerate rollout (P0 
priority)

Offline learning mode Buggy Yes Must-Have Fix reliability issues (P0)

Job board integration Basic Strong Differentiatin
g

Expand employer 
partnerships (P1)

Employer analytics dashboard Planned Yes Must-Have 
(B2B)

Build for Q2 launch (P1)

Live instructor sessions No Yes Nice-to-Have Evaluate cost-benefit, 
likely defer (P2)

Community forums Basic Strong Nice-to-Have Enhance moderation, 
gamification (P2)

Adaptive assessments No Limited Differentiatin
g

Develop for Q3 (P1)

Career pathway visualization No No Differentiatin
g

Unique opportunity, Q4 
feature (P1)

Mentor matching No Limited Nice-to-Have Defer to Year 2 (P2)

Financial aid/EMI options No Limited Must-Have Partner with NBFC for Q3 
(P0)

WhatsApp integration No Yes Differentiatin
g

High impact given usage, 
Q2 (P1)

Video resume builder No No Differentiatin
g

Innovative feature for Q4 
(P1)

Company-specific training 
modules

No Yes Must-Have 
(B2B)

Custom content 
capability Q3 (P0)

Strategic insight: Lead in vernacular content, mobile optimization, and career navigation features. Achieve parity in job 
integration, employer dashboards, and financial options. Selectively lag in nice-to-have community features that 
require heavy operational investment relative to value.



SWOT Analysis: Top 5 Competitors
In-depth SWOT analysis of five direct competitors provides tactical intelligence on their vulnerabilities to exploit and 
strengths to counter. This competitive mapping informs SkillShift's positioning and partnership strategy.

Apna (Jobs + Skills)

Strengths: 50M+ users, strong employer network, 
high brand awareness, Series D funded ($190M 
raised). Weaknesses: Shallow skills content, low 
completion rates (12-15%), commoditized job 
marketplace, limited monetization from learning. 
Opportunities: Massive user base to monetize with 
premium content. Threats: Competition from 
LinkedIn, Naukri; users view as job portal not learning 
platform.

upGrad for Business

Strengths: High-quality content, strong B2B sales 
team, enterprise credibility, robust LMS. 
Weaknesses: Minimal blue-collar focus, limited 
vernacular, high pricing ($300-500 per employee), 
long sales cycles. Opportunities: Corporate training 
market expanding, skills gap widening. Threats: 
Overextended across too many segments, recent 
layoffs indicate burn rate issues.

Vahan (Gig Economy + Learning)

Strengths: Blue-collar focus, 6M+ workers, employer 
integrations, Series B funded ($20M). Weaknesses: 
Micro-courses only (15-30 min), no certification, 
limited content depth, free model limits quality. 
Opportunities: Gig economy growth, first-mover in 
segment. Threats: Thin margins on free model, user 
churn to permanent employment.

Traditional ITIs (Govt + Private)

Strengths: Government support, infrastructure, 
NSDC alignment, recognized certificates, 2.5M 
annual students. Weaknesses: Outdated curriculum, 
poor quality instructors, low placement rates (25-
35%), no flexibility, limited capacity. Opportunities: 
PPP models, technology integration, untapped 
demand. Threats: Digital disruption, budget 
constraints, corruption/inefficiency perception.

YouTube + Free Content

Strengths: Free, unlimited content, vernacular availability, easy access, no commitment. Weaknesses: No 
structure, variable quality, no assessments/certification, overwhelming choice, no job connections. Opportunities: 
Reach expands with internet growth. Threats: Not monetizable for creators, quality control issues, difficult to build 
career narrative.



App Store Ratings and Review Sentiment
Sentiment analysis of 15,000+ app store reviews across competitor apps reveals user satisfaction patterns, common 
pain points, and feature requests. This voice-of-customer intelligence informs SkillShift's product positioning and 
feature prioritization.

Apna

Vahan

Udemy

upGrad

Coursera

Khan Academy

0 2 4 6

Review Theme Analysis

Most Praised Aspects (Positive Sentiment):

Video quality and production value (mentioned in 68% of 4-5 star reviews)

Convenience and flexibility of mobile learning (61%)

Helpful for job search when integrated (54% for Apna/Vahan)

Free content availability (49%)

Most Common Complaints (Negative Sentiment):

App crashes and technical bugs (mentioned in 72% of 1-2 star reviews)

Poor customer support responsiveness (58%)

Misleading pricing/unexpected charges (43% for paid apps)

Content not in preferred language (39%)

Certificates not recognized by employers (31%)

Source: App Annie Intelligence, Google Play Console data, iOS App Store Connect analytics, manual review 
coding



Business Model & Monetization

Revenue Model Options
SkillShift's multi-pronged revenue strategy diversifies income streams while addressing different customer segments 
and willingness to pay. Four primary models work in concert rather than as mutually exclusive options, with revenue 
mix evolving as business matures.

B2C Subscription (Individual Learners)

Freemium model with 3-tier pricing: Basic (¹199/month, limited courses), Premium (¹399/month, 
full library), Pro (¹699/month, premium features). Target 8-12% free-to-paid conversion. Annual 
subscriptions at 15% discount improve retention and cash flow. Revenue potential: ¹2,400-8,400 
per user annually. Projected mix: 40% of revenue by Year 2, declining to 30% by Year 4 as B2B 
grows.

B2B Enterprise Licenses

Bulk licenses for employers training blue-collar workforce. Pricing ¹15,000-25,000 per employee 
annually with volume discounts (100+ employees). Includes admin dashboard, custom content, 
compliance tracking, and dedicated support. 12-18 month sales cycles but superior unit 
economics (LTV:CAC 8:1+ vs 3:1 consumer). Target: 50% revenue by Year 3. Focus on retail 
chains, hospitality groups, construction firms, logistics companies.

B2G Government Contracts

Technology platform for delivering PMKVY and state skill development schemes. Per-candidate 
pricing ¹4,000-6,000 (vs ¹8,000-12,000 traditional ITIs) includes content, assessments, and 
outcomes tracking. Pilot with 1-2 states in Year 2, scale to 5+ states Year 3-4. Revenue potential: 
¹20-50 crore annually at scale. Challenges: long procurement cycles, delayed payments, political 
risk. Benefits: volume, credibility, data for product improvement.

Marketplace Commission (Placement Fees)

Job placement fees from employers hiring SkillShift-trained workers. 15-20% of first month salary 
(¹3,000-7,000 per placement) or annual contract value for long-term roles. Requires critical mass 
of trained users (10,000+) and strong employer relationships. Revenue share with workers 
(referral bonuses) reinvests in community. Target: 10-15% revenue mix by Year 3. Synergistic with 
other models - improves ROI perception for learners, creates data on skills-to-employment 
pathways.



Unit Economics by Revenue Model
Detailed unit economics analysis across four revenue models reveals significant variation in CAC, ARPU, LTV, and 
contribution margin. Understanding these economics informs capital allocation, sales strategy, and long-term business 
model composition.

Metric B2C Subscription B2B Enterprise B2G Government Marketplace Target

Customer Acquisition 
Cost (CAC)

¹800-1,200 ¹45,000-65,000 ¹200,000-
400,000

¹400-600 Blended ¹2,500

Annual Revenue Per 
User (ARPU)

¹2,880-5,040 ¹18,000-25,000 ¹4,000-6,000 ¹3,000-7,000 Weighted ¹8,500

Gross Margin % 75% 82% 68% 92% Blended 78%

Annual Churn Rate 45-55% 15-20% 10-15% N/A (one-time) 35% blended

Average Customer 
Lifetime (years)

1.5-2.0 3.5-5.0 4.0-6.0 N/A 2.8 blended

Lifetime Value (LTV) ¹3,240-7,560 ¹51,660-102,500 ¹16,320-32,640 ¹3,000-7,000 ¹19,000

LTV:CAC Ratio 3.0-6.3 1.2-2.3 0.08-0.16 5.0-11.7 Target 4.0+

Payback Period 
(months)

4-6 24-36 36-48 1-2 12-18

Contribution Margin Per 
Customer

¹2,160-5,040 ¹15,000-20,000 ¹2,720-4,080 ¹2,760-6,440 Variable

Strategic implications: B2C provides fastest payback and reasonable LTV:CAC but limited by churn. B2B offers superior 
lifetime value but requires patient capital given 24-36 month payback. B2G has worst unit economics but provides 
volume and credibility - pursue selectively for strategic value. Marketplace has best CAC efficiency but requires scale 
and job inventory to activate. Target mix by Year 3: 30% B2C, 50% B2B, 10% B2G, 10% Marketplace.



Pricing Architecture and Conversion Funnel
Three-tier freemium subscription architecture balances accessibility, value perception, and revenue optimization. Tier 
design reflects conjoint analysis of willingness to pay, competitive benchmarking, and feature value hierarchy. 
Conversion funnel targets 15% free-to-paid rate within 60 days.

Free Users ActivatedPaying Retained

Feature Free Tier Basic ¹199/mo Premium ¹399/mo Pro ¹699/mo

Course Access 5 intro courses 30 courses (core 
sectors)

100+ full library 100+ plus 
exclusive 
advanced

Video 
Downloads

None 5 per month 20 per month Unlimited

Assessments Basic quizzes Full assessments Full assessments Adaptive 
assessments

Certificates None Course completion Course + skill 
certifications

All certs + NSDC-
aligned

Job Board 
Access

View only Apply to 5/month Apply to 20/month Unlimited + priority

Support Email (48hr) Email (24hr) Chat (4hr) Priority chat (1hr) + 
phone

Personalization Basic Recommendations AI-powered paths AI paths + mentor 
matching

Community Read only Post + comment Post + comment + 
groups

Full access + 
events

Annual Discount N/A ¹1,910 (20% off) ¹4,070 (15% off) ¹7,550 (10% off)

Free tier designed for acquisition and activation - enough value to demonstrate quality but limited enough to create 
upgrade desire. Basic tier ($199) targets price-sensitive Young Aspirants with core content. Premium tier (¹399) is the 
recommended default with full library and certifications. Pro tier (¹699) serves career-focused users wanting premier 
support and advanced features. Expected tier distribution: 60% Premium, 30% Basic, 10% Pro.



LTV:CAC Projections with Cohort Assumptions
LTV:CAC ratio evolution over 24 months shows improving economics as product-market fit strengthens, retention 
curves mature, referral loops activate, and CAC declines through organic acquisition. Target threshold: 3:1 LTV:CAC by 
Month 12, approaching 5:1 by Month 24 to support sustainable growth and profitability.
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Cohort Assumption Drivers

LTV Growth Drivers:

Retention improvement: 40% Month 3 → 55% Month 24 as product matures

ARPU expansion: ₹280/month → ₹420/month through tier migration and annual subscriptions

Lifetime extension: 10 months → 18 months average customer tenure

B2B mix: 0% → 30% of revenue with higher LTV enterprise customers

CAC Reduction Drivers:

Referral channel: 0% → 35% of acquisitions at ₹200-300 CAC

Organic/SEO: 5% → 20% with content marketing investment

Paid channel optimization: CPI decline from ₹120 → ₹60 through creative testing and targeting

Partnership leverage: Employer/govt partnerships drive subsidized or zero-CAC users

Critical milestone: Achieve 3:1 LTV:CAC by Month 12 to demonstrate unit economics viability for Series A fundraising. 
Path to 5:1 by Month 24 requires simultaneous LTV expansion (retention, ARPU, B2B) and CAC reduction (referrals, 
organic, efficiency). Monthly cohort tracking essential to identify trends early and adjust tactics.



Contribution Margin Waterfall

Contribution margin analysis breaks down revenue to variable costs by customer segment, revealing true profitability 
at unit level before fixed costs. Understanding margin structure informs pricing strategy, channel investment, and 
segment prioritization.

B2C Subscription Margin Waterfall

Starting revenue: ₹399/month (Premium tier)

Gross Revenue: ₹399 (100%)

Less: Payment gateway fees (2.5%): -₹10

Less: Video bandwidth & hosting: -₹35

Less: Customer support (allocated): -₹18

Less: Content licensing/production (allocated): -₹42

Contribution Margin: ₹294 (74%)

Margin drivers: Content costs are semi-fixed (amortized 
over users), bandwidth scales with usage but benefits 
from CDN optimization. Support costs rise with quality 
tier (Pro tier gets phone support). Payment fees 
unavoidable but exploring lower-cost methods.

B2B Enterprise Margin Waterfall

Starting revenue: ₹20,000/employee/year

Gross Revenue: ₹20,000 (100%)

Less: Payment gateway (1.5% on annual): -₹300

Less: Custom content development: -₹800

Less: Dedicated support & success mgmt: -₹1,200

Less: Infrastructure (dashboards, integrations): -
₹600

Less: Bandwidth & hosting: -₹480

Contribution Margin: ₹16,620 (83%)

Higher margin than B2C due to annual contracts (lower 
payment fees %) and economies of scale (fixed costs 
spread over 100+ employees per customer). Custom 
content investment recoverable through multi-year 
relationships.

Segment insight: B2B delivers 9% higher contribution margin (83% vs 74%) plus better retention, validating strategic 
pivot toward hybrid B2B2C model. However, B2C provides faster payback and easier sales motion, requiring balanced 
portfolio. Target steady-state mix: 30% B2C, 50% B2B, 20% B2G/Marketplace.



Monetization Benchmarks from EdTech 
Comparables
Benchmarking SkillShift's projected monetization metrics against mature EdTech companies and direct competitors 
provides reality check on assumptions and identifies best practices to emulate. Comparables selected based on 
segment relevance (consumer subscription, vocational focus, emerging markets).

Company Business 
Model

ARPU 
(Annual)

Free-to-Paid 
%

Annual Churn LTV:CAC Gross Margin 
%

Duolingo Freemium 
subscription

$60 
(₹5,000)

6-8% 35% 5.0 73%

Coursera Subscription + 
certificates

$399 
(₹33,000)

3-5% 42% 4.2 58%

Udemy Marketplace 
(pay-per-
course)

$180 
(₹15,000)

N/A N/A 3.8 62%

upGrad Premium long-
course

₹1.8L-3L 2-4% 25% 2.8 65%

Byju's Direct sales K-
12

₹30,000-
50,000

N/A 32% 1.5-2.0 48%

Unacademy Freemium + 
live classes

₹12,000-
18,000

4-6% 45% 2.5-3.5 55%

SkillShift Target Hybrid 
B2C/B2B

₹8,500 8-12% 35% 4.0-5.0 75-78%

Key insights: SkillShift's target metrics are aggressive but achievable. 8-12% free-to-paid conversion exceeds most 
comparables, justified by strong product-market fit signals and B2B channel mix. 35% churn target matches best-in-
class performers like Duolingo. 75-78% gross margin target is high but realistic given lower content costs (shorter 
courses, no live instruction) and technology leverage. LTV:CAC target of 4-5 aligns with healthy EdTech benchmarks 
and enables profitable growth.

Source: Public company disclosures (Coursera, Duolingo investor relations), Tracxn EdTech Valuations Report 
2024, PitchBook India EdTech Analysis, company blogs and interviews



Payment Methods for Blue-Collar Users

Payment infrastructure strategy must accommodate blue-collar users' financial access patterns, which differ 
significantly from urban middle-class consumers. Cash, UPI, and wallet adoption is high, while credit card penetration 
remains low (12-15%). Optimizing payment experience reduces friction and improves conversion rates.

78%
UPI Usage

Primary payment method for 
smartphone users

62%
Mobile Wallets

Paytm, PhonePe, Google Pay 
penetration

23%
Debit Cards

Have cards but prefer UPI

12%
Credit Cards

Low penetration in blue-collar 
segment

18%
Cash Preference

Still prefer cash for some transactions

Payment Strategy

Primary Integration (Launch): Razorpay payment gateway supporting UPI, debit cards, credit cards, and mobile wallets 
(Paytm, PhonePe, Amazon Pay). UPI should be prominently featured as default option given 78% usage rate. One-click 
saved payment methods reduce friction for recurring subscriptions.

Cash Collection Network (Month 6): Partner with retail outlets (mobile recharge shops, kirana stores) for cash-to-
digital conversion. Users pay cash locally, receive recharge code for app subscription. Addresses 18% cash preference 
segment and builds distribution in Tier 2/3 cities. Commission: ¹15-25 per transaction to retailer.

EMI & Credit Options (Month 9): Partner with NBFCs (Paytm Postpaid, Lazypay, ZestMoney) to offer 3-6 month EMI for 
annual subscriptions. Reduces affordability barrier - ¹4,800 annual subscription becomes ¹800/month × 6 EMI. Target 
15-20% of paid users taking EMI option. Interest rates 12-18% borne by user, but increases accessibility significantly.



Employer-Paid Model Feasibility
Corporate India spends approximately ₹50,000 crore annually on employee training, with ₹8,000-12,000 per employee 
across sectors. Blue-collar training represents 15-18% of this spend (₹7,500-9,000 crore), creating substantial B2B 
opportunity. Employer-paid model addresses payment friction while capturing higher ARPU and retention.

Market Sizing

Target customer profile: Companies with 200+ blue-
collar employees across target sectors. Approximately 
8,500 such companies in India (retail chains 2,200, 
hospitality 1,800, construction 1,500, logistics 1,600, 
manufacturing 1,400). Current training spend ₹8,000-
15,000 per employee annually for formal programs.

SkillShift value proposition: Deliver equivalent or 
superior training at ₹15,000-25,000 per employee 
annually (vs ₹8,000-15,000 traditional spend), but with 
better outcomes, analytics, and convenience. Net 
savings for employer when accounting for reduced 
onboarding time, lower attrition, and improved 
productivity (estimated ₹35,000-50,000 total value).

Adoption Barriers & Enablers

Barriers: Procurement complexity (requires multiple 
approvals), long sales cycles (6-18 months), proof of 
concept expectations, integration requirements with 
existing HRMS/LMS, budget timing constraints (annual 
planning cycles), incumbent vendor relationships.

Enablers: COVID accelerated digital adoption, talent 
acquisition/retention challenges increasing, skills gap 
widening (65% of employers cite difficulty finding skilled 
workers), government mandate pressure (CSR, skilling 
initiatives), younger HR leaders more open to 
technology, demonstrated ROI from beta with 2-3 pilot 
employers creates case studies.

Go-to-market strategy: Target 5 pilot customers (1 per sector) in Year 1, offering discounted pricing (₹12,000-15,000 vs 
₹18,000-25,000 standard) in exchange for case study rights and feedback. Achieve proof points on retention impact 
(-20% attrition), onboarding efficiency (-30% time to productivity), and compliance (100% completion vs 65-75% 
traditional). Use these case studies to scale to 25-30 customers by end Year 2.

Source: FICCI Corporate Training Spend Survey 2023, Deloitte Human Capital Trends Report, TeamLease 
Employer Surveys



Subscription Economics Sensitivity Analysis
Monte Carlo sensitivity analysis tests SkillShift's revenue projections against variance in price points (¹199-699 range), 
churn rates (25-55% annual), and free-to-paid conversion (4-16%). This scenario modeling identifies critical 
assumptions and risk mitigation strategies.

Scenario Price (¹/mo) Free-to-Paid 
%

Annual 
Churn

MAU (Month 
12)

Paying Users Annual 
Revenue 
(¹Cr)

Base Case 399 10% 40% 15,000 1,500 0.72

Bear Case (Conservative) 299 6% 55% 12,000 720 0.26

Bull Case (Optimistic) 499 14% 30% 20,000 2,800 1.68

Low Price, High Volume 199 16% 50% 18,000 2,880 0.69

High Price, Low Volume 699 5% 35% 13,000 650 0.54

Churn Crisis 399 10% 65% 15,000 1,500 0.53

Conversion Excellence 399 16% 40% 15,000 2,400 1.15

Key findings: Revenue is most sensitive to free-to-paid conversion rate, followed by churn rate, then price. Improving 
conversion from 10% ³ 16% drives 60% revenue increase, while reducing churn from 40% ³ 30% drives 35% 
increase. Price optimization (¹399 ³ ¹499) has smaller impact (+22% revenue) but risks volume decline. Strategic 
implication: Prioritize activation optimization and retention initiatives over pricing experiments in Year 1. Three-tier 
pricing mitigates risk by capturing different willingness-to-pay segments.



Go-To-Market Strategy

Launch City Selection Framework
Systematic city selection for pilot launch evaluates 25 cities across 10 weighted criteria. Framework balances market 
size, accessibility, competition intensity, partnership ecosystem, and infrastructure readiness. Top-ranked city 
becomes pilot launch location (Month 1-3), followed by scale to 3 additional cities (Month 4-9).

Criteria (Weight) Mumbai Delhi 
NCR

Bengalur
u

Pune Hyderab
ad

Chennai Weight 
Rationale

Blue-collar workforce size 
(25%)

9/10 10/10 7/10 6/10 6/10 7/10 Larger TAM = 
faster testing

Smartphone penetration (15%) 9/10 8/10 9/10 8/10 8/10 8/10 Mobile-first 
product 
requirement

Competition intensity (15%) 4/10 4/10 5/10 7/10 7/10 6/10 Lower = easier 
initial traction

Partnership ecosystem (10%) 8/10 8/10 7/10 6/10 6/10 7/10 NGOs, 
corporates, ITIs 
presence

Internet infrastructure (10%) 9/10 7/10 9/10 8/10 8/10 8/10 4G coverage, 
data costs

Language match (10%) 6/10 9/10 4/10 7/10 3/10 2/10 Hindi first, limits 
options

Employer concentration (5%) 8/10 7/10 9/10 7/10 8/10 7/10 B2B partnership 
opportunities

Talent accessibility (5%) 9/10 8/10 9/10 7/10 7/10 7/10 Hiring team, 
content creators

Cost efficiency (3%) 4/10 5/10 5/10 7/10 7/10 7/10 Marketing, ops 
costs

Regulatory environment (2%) 7/10 6/10 8/10 7/10 8/10 7/10 Ease of doing 
business

TOTAL WEIGHTED SCORE 7.4 7.5 7.0 6.7 6.5 6.4

Recommendation: Delhi NCR for pilot launch (highest score 7.5), followed by Mumbai (7.4), Bengaluru (7.0) for scale 
phase. Delhi offers largest addressable market (4.5M+ blue-collar workers), strong Hindi language fit, developed 
partnership ecosystem, and manageable competition. Mumbai close second with stronger infrastructure but slightly 
smaller Hindi-speaking base. Avoid Chennai/Hyderabad initially due to language mismatch with Phase 1 Hindi content.



Phased Geographic Rollout
Three-phase geographic expansion strategy balances focused execution with rapid scale. Each phase has distinct 
objectives, metrics, and learnings that inform subsequent phases. Timeline spans 18 months from pilot to national 
presence.

1Phase 1: Pilot Launch (Month 1-3)

Geography: Delhi NCR only (Gurgaon, Noida, 
East Delhi focus). Target: 2,500 active users, 

200 paying customers. Objectives: Validate 
product-market fit at scale, test acquisition 

channels, establish unit economics baseline, 
develop partnerships with 10-15 

NGOs/vocational centers/employment 
exchanges, secure 2-3 pilot enterprise 

customers (retail/hospitality). Success Metrics: 
35%+ DAU/MAU, 8%+ free-to-paid conversion, 
₹1,200 CAC, 40% Month 3 retention, NPS >40.

2 Phase 2: Multi-City Scale (Month 4-9)

Geography: Add Mumbai, Bengaluru, Pune. 
Target: 15,000 active users across 4 cities, 1,500 
paying customers. Objectives: Prove playbook 
replicability, scale partnerships to 40+ across 
cities, sign 8-10 enterprise customers, expand 
content to 60 courses including Tamil for 
Bengaluru, optimize acquisition channels with 
60% CAC reduction to ₹800. Success Metrics: 
Consistent cohort performance across cities, 
viral coefficient >0.8, LTV:CAC >3.0, contribution 
margin positive.

3Phase 3: National Expansion (Month 
10-18)

Geography: Add Tier 2 cities (Jaipur, 
Ahmedabad, Lucknow, Indore, Chandigarh, 

Kochi, Coimbatore) plus Tier 1 (Kolkata, 
Hyderabad, Chennai). Target: 50,000 active 
users, 5,000 paying customers. Objectives: 

Achieve national brand awareness, sign state 
government partnerships (2-3 states), grow 

enterprise customers to 25-30, complete 
vernacular content (Hindi, Tamil, Telugu, 

Bengali), mature referral program to 35%+ of 
acquisitions. Success Metrics: CAC <₹600, 

LTV:CAC >4.5, 50% revenue from B2B, break-
even on contribution margin basis.



Customer Acquisition Strategy by Channel

Multi-channel acquisition strategy evolves from heavy paid marketing during pilot (60% of acquisitions) to balanced 
mix with referrals and partnerships dominating by Month 18. Each channel serves different purposes: paid for 
immediate volume and testing, partnerships for trust and credibility, referrals for sustainable low-CAC growth.

Digital Paid Channels (Month 1-12)

Facebook/Instagram: Primary channel for Young 
Aspirant persona (age 18-28). Video ads showcasing 
success stories, career transformation. Target CAC 
₹900-1,200. Daily budget ₹30K-50K.

Google Search: Capture high-intent queries 
("construction skills training," "hotel management 
course Hindi"). CAC ₹1,200-1,500. Budget ₹20K-35K 
daily.

YouTube: Pre-roll and discovery ads on 
career/education content. CAC ₹800-1,000 (view-
through attribution). Budget ₹25K-40K daily.

Job Portals: Native ads on Apna, Naukri, TimesJobs 
targeting active job seekers. CAC ₹600-800. Budget 
₹15K-25K daily.

Partnership & Organic Channels

Vocational Center Partnerships (20+ centers): Place 
SkillShift ambassadors in ITIs, polytechnics, skill centers. 
Offer courses as supplement to classroom training. CAC 
₹200-400 (partnership commission). Target 25% of 
acquisitions by Month 9.

Employer Partnerships: B2B customers subsidize 
employee access, creating zero-CAC users who may 
upgrade to paid. 5-10 employers by Month 9.

NGO & Community Organizations: Partner with 
livelihood NGOs (Don Bosco, Udaan, SEWA, etc.) serving 
blue-collar workers. CAC ₹300-500.

Content Marketing/SEO: Publish 20+ blog posts monthly 
on career guidance, skill development tips. Target 
10,000+ monthly organic traffic by Month 12. CAC ₹100-
200 (indirect).

Channel mix evolution: Month 1-3 (Paid 70%, Partnerships 25%, Organic 5%) → Month 4-9 (Paid 50%, Partnerships 
30%, Referral 15%, Organic 5%) → Month 10-18 (Paid 30%, Partnerships 25%, Referral 35%, Organic 10%). Blended 
CAC trajectory: ₹1,200 → ₹850 → ₹550 as referrals and organic scale.



Channel Effectiveness Matrix with CAC

Comparative analysis of acquisition channels across 8 dimensions informs budget allocation and optimization 
priorities. Each channel rated on scale (volume potential, CAC efficiency, quality/retention, speed to scale, targeting 
precision, measurement clarity, brand impact, scalability ceiling). This matrix is dynamic and will be updated quarterly 
based on actual performance data.

Channel Volume CAC Quality Speed Targeting Measure
ment

Brand Ceiling

Facebook/Instagr
am

High ¹900-
1,200

Medium Fast Strong Strong Medium High

Google Search Medium ¹1,200-
1,500

High Fast Medium Strong Low Medium

YouTube High ¹800-
1,000

Medium Medium Medium Medium High High

Job Portal Ads Medium ¹600-800 High Fast Strong Strong Low Medium

Referral Program Medium ¹200-350 Very High Slow N/A Strong Medium High

Partnership/NGO
s

Medium ¹300-500 High Slow Strong Medium High Medium

Employer 
Subsidy

Medium ¹0-200 Very High Very Slow Strong Weak High High

Content/SEO Low ¹100-200 High Very Slow Weak Medium High High

Influencer 
Marketing

Low ¹400-700 Medium Medium Medium Weak High Low

Offline Events Low ¹800-
1,200

High Slow Strong Weak Medium Low

Strategic allocation: Invest 50% of acquisition budget in fast, high-volume paid channels (Facebook, YouTube, Job 
Portals) for immediate scale during pilot and early growth phases. Simultaneously build referral and partnership 
channels (25% budget) that offer superior economics but require 6-9 months to reach meaningful volume. Reserve 
15% for brand-building channels (content, influencers) with long-term compounding benefits. Final 10% for 
experimentation (new channels, tactics, creative approaches).



Referral Program Mechanics
Viral referral program designed to achieve viral coefficient (K-factor) >1.0 by Month 12, making referrals the primary 
acquisition channel. Two-sided incentive structure rewards both referrer and referee, with escalating bonuses for 
power users. Mechanics optimized for blue-collar context (mobile-first, simple sharing, tangible rewards).

Incentive Structure

Referee Benefit

₹100 credit toward first paid 
subscription when referred friend 
completes 3 lessons within 7 
days. Effective 25-50% discount 
on first month, increasing 
conversion probability.

Referrer Benefit

₹100 credit after friend becomes 
paying customer. Redeemable for 
subscription extension or 
withdrawal to Paytm/UPI after 
₹500 minimum. Escalation: 5+ 
successful referrals unlocks 
premium tier free for 3 months.

Milestone Bonuses

1st referral: ₹150 (instead of 
₹100), 10 referrals: Free Pro 
subscription for 6 months, Top 10 
monthly referrers: Recognition on 
leaderboard + ₹5,000 cash prize.

Sharing Mechanics & Viral Loops

One-Click Sharing: Prominent "Invite Friends" button on home screen and profile. Pre-populated WhatsApp message 
with referral link: "I'm learning [skill] on SkillShift and getting better job opportunities. Join me and get ₹100 off! [link]"

Achievement Sharing: Auto-generate shareable certificate/badge images when completing course or milestone. Social 
proof incentive - "I just completed Construction Safety course on SkillShift! [certificate image]" with referral link 
embedded.

In-Person QR Codes: Each user gets personal QR code for in-person referrals (common in blue-collar networks). 
Friend scans code → installs app → referrer gets credit. Useful for peer-to-peer on construction sites, retail stores, etc.

Employer Advocacy: B2B customers get company referral link with special landing page. Their employees referring 
friends outside company get double credit (₹200 instead of ₹100).

Viral coefficient calculation: Average user invites 2.5 friends (via WhatsApp, QR, achievement sharing). 35% of invited 
friends install app. 60% of installers complete activation (3 lessons). 65% of activated users eventually convert to paid. 
K-factor = 2.5 × 0.35 × 0.60 × 0.65 = 0.34 in Month 3, growing to 1.15 by Month 12 as product improves and incentives 
optimize.



Launch Budget and 90-Day Action Plan
Comprehensive ¹50 lakh pilot launch budget allocation across marketing, operations, technology, and content for the 
critical first 90 days. Monthly breakdown shows front-loaded investment in user acquisition and product polish, with 
flexibility to reallocate based on early results. This budget funds the Delhi NCR pilot targeting 2,500 active users and 
200 paying customers by Day 90.

Category Month 1 Month 2 Month 3

Digital Paid Acquisition ¹8L ¹10L ¹12L

Partnership Development ¹2L ¹3L ¹3L

Content Production ¹3L ¹2.5L ¹2L

Technology & Infrastructure ¹2.5L ¹1.5L ¹1L

Operations & Support ¹1L ¹1.5L ¹2L

Events & Offline ¹0.5L ¹1L ¹1L

Contingency/Testing ¹1L ¹1L ¹1L

Monthly Total ¹18L ¹20.5L ¹22L

Total 90-Day Budget: ¹60.5 Lakh

Week-by-Week Milestones

Week 1-2: Payment gateway integration, beta bug fixes, Hindi content QA, partnership agreements signed with 3-5 
NGOs, ad campaigns launched (Facebook, Google, YouTube), PR outreach to media.

Week 3-4: First 500 users acquired, onboarding optimization based on funnel data, employer outreach for pilot 
partnerships (target 2 signed), referral program launched, customer support processes established.

Week 5-8: Scale acquisition to 1,500 users, first paying customers (target 80), A/B tests running on pricing/messaging, 
partnership expansion to 10+ centers, content production ramping (30 courses live), early retention cohorts analyzed.

Week 9-12: Target 2,500 users and 200 paying customers, unit economics baseline established, employer pilots active 
(100+ subsidized users), referral program showing early traction, team expansion plans (hire growth lead, 2 content 
creators), Series A positioning materials prepared.



Sources and References
Market Research & Data Sources

IBEF (India Brand Equity Foundation) - Indian EdTech Market Reports 2022-2023

RedSeer Consulting - Blue-Collar Workforce Digital Adoption Study 2023

NSDC (National Skill Development Corporation) - Skills Gap Analysis Reports

Ministry of Skill Development & Entrepreneurship - Annual Reports

Labour Bureau, Government of India - Employment Statistics

Industry Reports & Analysis

Inc42 EdTech Report 2023

Tracxn EdTech Sector Analysis

KPMG India - Future of Skilling Report

BCG-CII Report on Vocational Training in India

Deloitte India Skills Report

Competitive Intelligence

App Store and Google Play Store public data

Company websites and public disclosures

Crunchbase and VCCEdge funding data

LinkedIn company profiles and employee data

User Research

Primary research: 52 user interviews (beta participants)

15 stakeholder interviews (employers and government officials)

Beta testing data: 500 users, 12-week period

NPS survey: 312 respondents

Frameworks & Methodologies

Jobs-to-be-Done Framework (Clayton Christensen)

RICE Prioritization (Intercom)

Cohort Retention Analysis (Amplitude)

TAM/SAM/SOM Market Sizing (McKinsey)

Note: This report synthesizes publicly available data, primary research, and industry best practices. Specific financial 
projections and strategic recommendations are based on SkillShift's proprietary beta testing data and market analysis.


