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Bhasha

Vernacular Al voice + WhatsApp support for D2C brands selling into tier-2 and tier-3
India — the customer-service layer your Bengaluru founders forgot to build for the 60%
of customers who don't speak English.

Category Set 2 - India Services

Customer D2C brands m 2cr—m 40cr annual revenue selling into tier-2/3 India: fashion, beauty, food,
personal care, home, fitness

Monetisation m0.65-1.25 per Al conversation - m 15,000—-35,000/mo retainer + variable
Build effort Med
Plan version v1.0 — 2026-05

Executive Summary

Bhasha is a multi-language voice + WhatsApp customer-service Al agent built specifically for Indian D2C
brands selling into tier-2 and tier-3 markets. The structural opportunity: India's D2C ecosystem has grown
rapidly through 2024-2026 but customer service is almost universally English-only or weakly Hindi-only,
while the actual customer base for D2C brands (food, fashion, personal care, beauty) is increasingly tier-2/3
city consumers who prefer Tamil, Telugu, Bengali, Marathi, Gujarati, Punjabi, Malayalam, or Kannada. The
brands lose conversion, return rates spike, NPS suffers, and the founders blame ‘logistics' for what is
actually a language failure.

The product handles the routine 70-85% of customer-service interactions across COD confirmation, order
tracking, return initiation, FAQ-class queries, and basic complaint logging — in the customer's chosen
language, with brand-specific tone and product knowledge, available 24/7. Voice and WhatsApp text
handled with the same underlying Al; voice for the older / less-text-literate customer segments, WhatsApp for
everyone else. The remaining 15-30% of interactions (genuine complaints, refund disputes, complex product
queries) are routed to the brand's human team with full conversation context.

Year-1 target: 220 active brand subscribers averaging m22,000/month in revenue (mix of retainer + variable
per-conversation pricing), generating m5.8 crore revenue against m2.1 crore costs. The wedge against
generic Al customer-service platforms (Yellow.ai, Haptik, Verloop) is vernacular depth — those platforms
support Indian languages nominally but produce uneven output — and against in-house brand operations is
the consolidated multilingual coverage that no single brand can affordably build alone.
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The Problem

An Indian D2C brand at m15 crore annual revenue is likely selling 60% of its volume to tier-2 and tier-3 city
buyers, of whom approximately 60-75% are more comfortable in their regional language than in English. The
brand's customer service is run from Bengaluru or Mumbai by a team of 6-12 English-speaking agents
whose Hindi is functional and whose Tamil/Telugu/Bengali/Marathi is non-existent. The customer who calls
or WhatsApps to confirm COD, ask about delivery, or initiate a return is routinely served in English they
barely understand, or in machine-translated Hindi that reads strangely.

The visible consequences are: COD confirmation completion rates 12-22% lower than they should be
(because the customer abandons the IVR confused), return-initiation friction that drives customers to dispute
directly with the courier rather than file properly (causing the brand to lose product permanently), and a
customer-satisfaction baseline meaningfully below what the actual product quality warrants. The brand
attributes the issues to 'tier-2/3 customer behaviour' when the underlying cause is language mismatch.

Building the answer in-house is operationally impractical: hiring native-fluent customer-service agents across
8 Indian languages requires 25-40 additional headcount, language-specific training, supervisor coverage,
shift management, and quality monitoring infrastructure. The salary cost alone runs m18-30 lakh/month
before infrastructure. For a D2C brand at m15 crore revenue, this is prohibitive. They settle for
English-and-functional-Hindi and absorb the cost in conversion and NPS.

Generic Al customer-service platforms (Yellow.ai, Haptik, Verloop) exist but are tuned to enterprise
BFSl/telecom use cases, charge enterprise prices (m3-15 lakh/month), and have uneven quality in Indian
regional languages — their Tamil output is functional but stilted, their Bengali tone is wrong, their Marathi
misses idioms. They have not invested in vernacular depth because their enterprise customers do not
demand it.

The Solution

Bhasha provides a unified Al agent that handles voice (IVR + outbound) and WhatsApp + chat customer
service across 10 Indian languages with native-quality output. Coverage areas: English, Hindi, Tamil,
Telugu, Bengali, Marathi, Gujarati, Punjabi, Malayalam, Kannada. Behind the unified API, the language
quality is delivered through a hybrid stack: open-source IndicTrans2 + Al4Bharat models tuned for the
brand's vocabulary, GPT-40 for English-Hindi and tone calibration, and a small human-curated
linguistic-review layer for ongoing quality monitoring.

The agent handles the routine customer-service workflows: COD confirmation calls (proactive outbound:;
pickup rate 18-25% higher than IVR because the agent speaks the customer's language), order-status
queries on WhatsApp (instant; resolved without human touch), return initiation with policy guidance,
complaint logging with severity classification, FAQ-class product queries (sizing, ingredients, usage
instructions), exchange coordination. Each brand's deployment is fine-tuned on the brand's product catalog,
policies, tone guidelines, and frequently-handled scenarios.

Three structural differences from generic platforms define the wedge. First, vernacular quality depth: the
linguistic-review layer ensures that Tamil sounds like native Tamil (not translated-from-English Tamil), that
Bengali idioms are correct, that Telugu register is right for the brand's audience. Second, D2C-specific use
cases: the playbook is built around the actual D2C operational flows (COD confirmation, return handling,
courier escalation) rather than the generic enterprise call-centre patterns. Third, pricing: per-conversation
pricing (m0.65-1.25/conversation) plus a small retainer (m 15-35k/month) is structurally affordable for D2C
brands, vs. m 3-15 lakh/month enterprise pricing.
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Market Opportunity

India's D2C ecosystem is approximately 750 brands at m 2cr+ annual revenue, growing at ~28% per year. Of
these, the addressable segment for Bhasha (selling at scale into tier-2/3 with vernacular language need) is
approximately 480 brands, expanding to 800-1,000 by 2028 as the sector grows.

At a blended ARPU of m 2.6 lakh/year per brand subscriber (across the retainer + variable usage), the SAM
is approximately m125-260 crore growing at ~30% annually. Capturing 5% of this in year 2 is a m7 crore
ARR business; 15% in year 4 is ~m 30 crore.

Adjacent opportunities: regional FMCG brands (smaller-D2C in scale but similar language need), regional
financial-services companies (NBFCs serving tier-2/3 with vernacular collections and customer service), and
ed-tech companies serving regional-language students. Each adjacency can be served with the same
underlying voice + WhatsApp stack at incremental adaptation cost.

Target Customer

Primary persona: a 33-year-old founder of a 4-year-old D2C personal-care brand at m18 crore annual
revenue, with 65% of orders from tier-2/3 cities. Customer service runs through a 9-person in-house team in
Bengaluru handling 12,000+ monthly support tickets, with team's regional-language capability essentially nil.
NPS is 42 (mediocre); return rates are 14% (high for the category). Will pay =25,000/month retainer +
~m 35,000/month variable for Bhasha to handle the routine 70% of tickets in customer's chosen language;
expects NPS lift to 60+ and return-rate drop to 9%.

Secondary persona: a 38-year-old operations head at a Tier-2-only D2C fashion brand at m9 crore revenue.
The brand explicitly serves a Hindi-Marathi-Gujarati customer base across western India. Currently runs
WhatsApp-only customer service via a 3-person team; turnover is high and Saturday/Sunday coverage is
non-existent. Will pay m15,000/month retainer + ~m18,000/month variable for 24/7 coverage in the three
languages.

Tertiary persona: a 45-year-old e-commerce manager at a mid-size FMCG company (not pure D2C but with
growing online direct-to-consumer share). Currently uses Verloop at m4.2 lakh/month; service quality in
Tamil and Telugu is causing escalations. Will pilot Bhasha for the tier-2/3 language coverage at lower cost,
then expand if quality is demonstrably better.
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Product

Voice agent: handles inbound IVR + outbound proactive calls (COD confirmation, delivery rescheduling,
return pickup coordination). Real-time speech-to-text in 10 languages, dialogue management with
brand-specific policy, text-to-speech with natural intonation. Call recordings retained for quality monitoring.

WhatsApp/chat agent: handles inbound WhatsApp messages, Instagram DMs, brand website chat. Same
underlying intelligence as voice agent. Rich-message support (catalog browsing, structured forms, file
uploads for return-condition photos).

Brand-specific fine-tuning: each deployment ingests the brand's product catalog, return/exchange policies,
FAQ, brand tone guidelines, and the last 30 days of historical customer conversations to learn the brand's
voice. Continuous improvement as agent observes which routings to human are correct.

Human-handoff workflow: when the Al cannot satisfactorily resolve, it summarises the conversation context
and routes to the brand's human team via Freshdesk, Zendesk, Gorgias, or direct integration. The human
agent gets full context — no 'please tell me the issue again' frustration.

Brand dashboard: real-time conversation volume, resolution rate, language breakdown, NPS tracking,
top-issue categorisation, agent-performance analytics, conversation review for QA.

Technical Architecture

Voice infrastructure: Twilio Programmable Voice for telephony (~m 1.20/min outbound, ~m 0.80/min inbound
for India), real-time speech-to-text via OpenAl Whisper APl + Al4Bharat IndicWhisper for regional
languages.

LLM stack: GPT-40-mini for English and dialogue management (~m0.04/conversation), Claude Haiku for
tone-sensitive responses (~m0.06), open-source IndicGPT and IndicTrans2 (running on Hetzner GPU box at
m 18k/month for 1x RTX 4090) for vernacular generation (~m0.02/conversation). Per-conversation Al cost:
~m 0.12-0.20 depending on language and complexity.

Text-to-speech: ElevenLabs for English/Hindi (high quality, ~m 0.30/minute), Al4Bharat IndicTTS for regional
languages (acceptable quality, near-zero marginal cost). Custom voice-cloning option for brands wanting
branded agent voice (m 15k one-time setup).

WhatsApp: Meta Business Cloud API direct, with session-message optimisation (cheaper than template
messages within 24-hour windows).

Brand integrations: Shopify webhook integration (order data — Al context), Razorpay webhook (payment
events), major helpdesk platforms (Freshdesk, Zendesk, Gorgias, Help Scout) for human handoff.

Analytics: ClickHouse for conversation analytics; brand dashboard built on Next.js.
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Business Model & Unit Economics

Hybrid retainer + variable pricing. Retainer (m15,000-35,000/month) covers fine-tuning, ongoing model
maintenance, brand dashboard access, and a baseline number of conversations (typically
5,000-15,000/month included). Variable per-conversation pricing (m 0.65-1.25/conversation) for usage above
the baseline.

Conversion economics: D2C brand sales cycle 3-8 weeks (founder/ops-head decision, not committee).
Conversion rate from qualified demo: 22%. Average customer ARPU after 6 months (when usage stabilises):
m 2.6 lakh/year. Customer retention: high (~92% annual) once integrated into brand operations.

Gross margin: 64% blended (per-conversation costs are real — voice telephony, Al inference, fine-tuning
compute). Per-conversation contribution margin scales favourably with volume due to fixed-cost amortisation
on fine-tuning and infrastructure.

Unit Economics (Year-1 base case)

Year-1 active brand subscribers (target) 220

Blended ARPU m 2.6 lakh/year (~m 22k/month)
Year-1 revenue m 5.8 crore

Gross margin 64%

Customer acquisition cost (CAC) m 38,000

Payback period 1.75 months

Year-1 all-in costs ~m2.1 crore

Year-1 net contribution ~m 2.6 crore

Go-to-Market

Channel 1 — Direct outreach to D2C founders (45%): the Indian D2C founder community is densely
networked and reachable; targeted outreach via LinkedIn, IndianStartupClub, founder Slack groups, Mensa
Network. Conversion target: 25 brands in first 6 months from concentrated outreach.

Channel 2 — D2C accelerator and infrastructure partnerships (25%): partnerships with D2C accelerators
(Mensa Brands, Goat Brand Labs, Globalbees pre-acquisition vintage), with D2C infrastructure providers
(Shiprocket, Easyship, Wherehouse.io) to co-market.

Channel 3 — Existing call-centre / helpdesk partnership outreach (15%): partnerships with mid-tier BPOs
serving D2C clients where Bhasha is positioned as the Al-first layer augmenting their human teams.

Channel 4 — Content + conference (15%): publish quarterly D2C-customer-service benchmark report;
sponsor / speak at D2C conferences (D2C Edge, Brand Wagon, Bharat Web3 Brand Summit).

Roadmap (first 12 months)

e Month 1-3: MVP — Hindi + English WhatsApp agent, Shopify integration, basic dashboard, 2 pilot brands
signed.

¢ Month 4-5: Tamil + Telugu + Marathi added, voice channel (IVR + outbound) launched, 30 brands signed.

¢ Month 6-8: Bengali + Gujarati + Punjabi + Malayalam + Kannada added, helpdesk integrations
(Freshdesk + Zendesk + Gorgias), 90 brands signed, m 2 crore annualised revenue.
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¢ Month 9-10: Brand-voice customisation (custom TTS), advanced analytics dashboard, 160 brands
signed, m 4.2 crore annualised revenue.

¢ Month 11-12: 220 brands signed, m5.8 crore revenue, partnership programme with 2 major D2C
accelerators operational.

Key Risks

e Vernacular Al quality variance: a single embarrassing Al response in Tamil that goes viral on Twitter
could damage credibility — mitigated by linguistic-review layer (~5% sample of all conversations
reviewed by native speakers), confidence-threshold human-handoff (low-confidence responses routed to
human), and brand-tier monitoring dashboards.

e OpenAl / Anthropic significantly improving Indian-language quality and undercutting our wedge —
possible long-term threat; mitigated by stack diversification (open-source Indic-specific models we
control), by D2C-specific operational playbook moat (not just translation), and by ongoing investment in
linguistic-review depth.

* Voice telephony cost escalation: India telephony rates can be volatile — mitigated by routing decisions
that prefer WhatsApp over voice when customer initiates contact, by call-duration optimisation, and by
alternative telephony providers (Exotel, Knowlarity as backup to Twilio).

e D2C market downturn: D2C funding has been volatile and brand failures are common — mitigated by
diversifying across 6+ verticals within D2C and by adjacent expansion into regional FMCG and NBFC
segments.

e Brand customisation overhead: per-brand fine-tuning takes 12-25 hours of engineering time; at high
subscriber count, this becomes operational bottleneck — mitigated by templated onboarding workflow
that reduces per-brand custom work to ~6 hours by month 12, and by self-service brand-configuration
tools.
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