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ShopShot
AI product photography for the 6 million Indian kirana and small retail sellers onboarding
to Meesho, Amazon, Flipkart — phone-snap in, studio-quality out, delivered on
WhatsApp in 4 minutes.

Category Set 2 · India Services

Customer Small Indian sellers onboarding to Meesho/Amazon/Flipkart/Myntra; resellers; kirana shops
digitising; small D2C brands too early for a real photographer

Monetisation ■49 per photo (single) · ■399 (10-pack) · ■2,499/mo (100/month) · ■9,999/mo (Agency tier
500/month)

Build effort Low

Plan version v1.0 — 2026-05

Executive Summary
ShopShot is an AI product-photography service for the millions of Indian small sellers onboarding to
e-commerce platforms (Meesho, Amazon, Flipkart, Myntra, FirstCry, Nykaa) who cannot afford professional
product photography and whose listings suffer measurably in conversion as a result. The product takes a
phone-snapped photo of the product (against any background, with any lighting), produces a studio-quality
image with white background, accurate colours, sharp focus, and platform-correct dimensions in under 4
minutes, and delivers it back via WhatsApp.

The market is structurally large: an estimated 6 million Indian sellers are active on Meesho alone, with similar
penetration on Amazon and Flipkart and growing on Myntra and category-specific platforms. The bulk of
these sellers list with phone-snapped photos that perform 30-55% worse in conversion than the same
product with professional photography. The professional alternative (a photographer for ■400-1,500/photo
plus travel) is out of reach for the bulk of these sellers; the DIY alternative (background-removal apps like
Remove.bg) handles only one of the seven things that make a product photo work.

Year-1 target: 18,000 active customers (across one-time and subscription tiers) processing 480,000 photos
and generating ■2.7 crore revenue against ■85 lakh in costs. The wedge is the WhatsApp delivery flow (no
app, no signup friction; the seller forwards a photo on WhatsApp, gets the processed result on WhatsApp),
the platform-correct sizing and format defaults (one tap to 'optimise for Meesho' or 'optimise for Amazon'),
and pricing at one-tenth of professional photography.
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The Problem
An Indian small seller listing on Meesho or Amazon faces a difficult choice on product photography.
Professional photography in a small city costs ■400-1,500 per product photo plus the seller's time to get the
product to the photographer (or pay travel costs to have them visit). For a seller listing 80-200 SKUs, the
professional-photo option costs ■30,000-1.5 lakh, which is more than the seller's monthly platform revenue.
Most sellers therefore photograph their own products with a smartphone — typically against a wrinkled white
sheet or a dusty table, with mixed lighting, often slightly out of focus.

The conversion penalty for these phone-snapped photos is well-documented across platforms: Meesho's
internal data shows 35-55% lower add-to-cart rate vs. equivalent products with professional photography;
Amazon's product-listing-quality score drops measurably with poor photos; Flipkart's editorial team rejects
listings with photos below threshold quality. The seller is thus locked in a bad equilibrium: cannot afford
professional photos, suffers continuous conversion penalty, blames the platform.

Existing DIY tools (Remove.bg, Photoroom, Canva's background-removal) handle the white-background
requirement but miss the other six things that make a product photo work: correct white balance (phone
photos under indoor LED look yellow), sharpened focus, accurate colour reproduction (especially for fabric,
jewellery), shadows that read as natural rather than computer-removed, proper aspect ratio for the
destination platform, and lifestyle composite generation (a product shown in context, not just isolated). The
seller using these tools still produces output that is recognisably amateur.

The Solution
ShopShot is built around a single WhatsApp-first flow: the seller sends a phone-snapped photo of their
product to the ShopShot WhatsApp number, selects a target platform (Meesho / Amazon / Flipkart / Myntra /
Generic), and receives a studio-quality processed image within 4 minutes. The processing handles:
background removal with intelligent shadow preservation, colour correction (accurate white balance, true
product colours), focus enhancement, white-balance neutralisation, platform-specific aspect-ratio
adjustment, and an optional lifestyle-composite variant (the product placed in a context-appropriate setting).

Three structural differences from existing DIY tools define the wedge. First, WhatsApp-native flow: zero app
install, zero signup friction; the seller starts using it within 90 seconds of first hearing about it. Second,
platform-aware output: 'optimise for Amazon' produces correct 1000×1000 white background; 'optimise for
Meesho' produces the dimensions Meesho actually wants; 'optimise for Myntra' adds the lifestyle-context
variant. Third, the seven-thing photo treatment: not just background removal, but the complete set of
corrections that distinguish amateur from studio quality.

The Subscription tier (■2,499/month for 100 photos) is built for sellers actively adding products; the Agency
tier (■9,999/month for 500 photos + white-label) is built for the small armies of D2C-onboarding consultants
and resellers' agencies serving multiple small sellers. One-time pricing (■49 per photo, ■399 for 10-pack)
serves the casual seller with infrequent listings.
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Market Opportunity
There are approximately 14 million Indian sellers across major e-commerce platforms (with substantial
overlap; Meesho alone has 6 million sellers). The addressable segment for ShopShot — sellers actively
adding new SKUs or refreshing existing listings with budget under ■2,000/photo — is approximately 5 million
sellers. Of these, an estimated 800,000-1,200,000 are willing-to-pay at ShopShot pricing in their current
state.

At a blended ARPU of ■1,500 per active customer per year (across the mix of one-time and subscription
tiers), the SAM is approximately ■1,500 crore growing at ~22% as e-commerce penetration deepens in
tier-2/3 India. Capturing 1% of the SAM in year 3 is a ■15 crore ARR business; 3% in year 5 is a ■45 crore
business.

Adjacent opportunities: video content (60-second product reels for Instagram and Meesho's video features),
AI-generated lifestyle photos with model integration (a product worn by an AI-generated model in context),
and bulk-listing services (we take the seller's photos and product info and produce the full Meesho/Amazon
listing package).

Target Customer
Primary persona: a 32-year-old garments reseller in Kanpur who buys wholesale from Surat and resells on
Meesho. Lists 40-80 SKUs per month, each requiring 4-6 photos. Currently photographs everything herself
with a Redmi smartphone against a white bedsheet draped over a chair. Will pay ■2,499/month Subscription
tier for 100 photos/month after seeing the conversion lift on the first 10 SKUs she processes through
ShopShot.

Secondary persona: a 45-year-old wholesaler in Mumbai with a 25-year-old physical kirana that recently
expanded to Flipkart and Amazon. Lists 200 SKUs already with poor photos; conversion is weak. Will pay
one-time for a 200-photo bulk job (~■6,500 with bulk pricing) to refresh existing listings, then convert to
Subscription tier for new SKU additions.

Tertiary persona: a 28-year-old D2C-onboarding consultant in Bengaluru who helps small brands set up on
Meesho and Amazon. Has 25 active clients each onboarding 50-200 SKUs. Currently outsources
photography to a small studio at ■350/photo, taking 30-40% margin. Will pay ■9,999/month Agency tier for
500 photos and white-label delivery to clients; can scale clients faster.
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Product
WhatsApp-first flow: seller sends product photo(s) to ShopShot WhatsApp number, prompted with
platform-selector buttons (Meesho / Amazon / Flipkart / Myntra / Generic), processed images returned within
4 minutes. Conversation is multi-turn — seller can request adjustments ('make the colour brighter', 'try
without shadow') in natural language.

Web app (for higher-volume users): batch upload of 10-500 photos at once, project-organised workspaces,
before/after side-by-side preview, bulk-download as zip, integration with seller's listing workflow.

Processing capabilities: background removal with shadow preservation, white-balance correction, colour
accuracy enhancement, focus sharpening, platform-specific resizing and aspect-ratio handling, lifestyle
composite generation (a product placed in a relevant background scene), and an optional 'enhance for
low-light input' filter for sellers shooting in poor conditions.

Platform-specific output presets: Amazon (1000×1000 white background, multiple angles), Meesho (square
with optional lifestyle composite), Flipkart (specific dimensions per category), Myntra (lifestyle-heavy with
model variants), Nykaa (white background + colour-accurate close-up). Each preset baked in.

Bulk and agency features: CSV upload with image URLs for batch processing, white-label output (the
processed image returned without ShopShot watermark, Agency tier), API access for integration with the
agency's seller-onboarding workflow, dedicated relationship manager.

Technical Architecture
WhatsApp interface: Meta Business Cloud API. Image upload via WhatsApp media handling. Estimated
cost: ~■0.20-0.40/conversation depending on round-trip count.

Image processing: hybrid stack. Open-source models — Rembg + custom-trained shadow-preserving
variant for background removal (runs on Hetzner GPU box at ■18k/month). For colour correction +
sharpening + white balance: ComfyUI workflow with SDXL inpainting and custom-trained colour-correction
model. Estimated per-image processing cost: ~■0.80-1.40 depending on complexity.

Backend: Python FastAPI on Hetzner cloud. Postgres on Neon. Redis for processing queue.

GPU infrastructure: 2× Hetzner GPU boxes (RTX 4090) at launch (~■36k/month) for processing; scales by
adding boxes proportionally to volume (~1 GPU per 1,200 photos/day capacity).

Storage: Cloudflare R2 for input + output image storage, with 30-day retention free + paid retention
extension. Approximately ■15/customer/month in storage costs at average volume.

Payments: Razorpay (INR) for one-time and subscription, with UPI as primary method.
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Business Model & Unit Economics
Three pricing structures. One-time: ■49/photo, ■399/10-pack (the 10-pack converts more easily — sellers
want predictability). Subscription: ■2,499/month for 100 photos (■25/photo effective). Agency:
■9,999/month for 500 photos (■20/photo) + white-label + API access.

Conversion economics: WhatsApp-first acquisition has very low CAC (~■140 per acquired customer)
because the trial is the act of sending one photo to WhatsApp. 60% of WhatsApp visitors complete at least
one paid transaction within 14 days. Distribution: 35% one-time, 55% Subscription, 10% Agency.

Gross margin: per-photo gross margin is 88% at one-time pricing (■49 - ■1.40 processing - ■2.50
WhatsApp - ■2 payment processing = ■43 contribution); 92% at Subscription pricing; 90% at Agency
pricing.

Unit Economics (Year-1 base case)

Year-1 active customers (target) 18,000

Year-1 photos processed 480,000

Year-1 revenue ■2.7 crore

Gross margin 89%

Customer acquisition cost (CAC) ■140

Payback period Single small transaction

Year-1 all-in costs ~■85 lakh

Year-1 net contribution ~■1.85 crore

Go-to-Market
Channel 1 — Seller-community partnerships with Meesho/Amazon onboarding consultants (35%): direct
outreach to the network of D2C-onboarding consultants (~3,500 in India) for the Agency tier and for
distribution to their seller bases.

Channel 2 — SEO + content marketing (25%): 100 articles targeting commercial-intent queries ('how to take
Meesho product photos', 'Amazon product photo requirements', 'background removal vs. studio
photography'). Strong India-specific commercial SEO opportunity.

Channel 3 — Meesho seller-community organic (25%): seller communities on Facebook, WhatsApp groups,
Telegram channels for Meesho/Amazon sellers number in the hundreds. Organic seeding + paid promotion
within these groups produces high-converting traffic.

Channel 4 — Paid acquisition (15%): Meta Ads to e-commerce-seller lookalike audiences (■100-180 CAC),
with WhatsApp 'Click-to-WhatsApp' ad format that drops the user straight into the trial conversation.

Roadmap (first 12 months)

• Month 1-3: MVP — WhatsApp flow with Hindi + English, background removal + basic colour correction,
Meesho + Amazon platform presets. Goal: 2,000 paying customers.

• Month 4-5: Tamil + Telugu + Marathi WhatsApp interface, Flipkart + Myntra presets, lifestyle composite
generation. Goal: 5,000 paying customers cumulative.

• Month 6-8: Subscription tier launched, web app for batch upload, all remaining regional languages,
advanced colour correction for fabrics + jewellery. Goal: 11,000 paying customers cumulative.
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• Month 9-10: Agency tier with white-label + API + dedicated RM, video product clip generation. Goal:
15,000 paying customers cumulative.

• Month 11-12: 18,000 paying customers, ■2.7 crore revenue.

Key Risks

• Quality variance on edge cases: certain product categories (jewellery, fabrics with patterns, reflective
surfaces) are difficult for AI processing; bad output frustrates sellers — mitigated by category-specific
model variants, by clear in-WhatsApp expectation-setting before processing, and by 100% retry-free if
first output is unsatisfactory.

• Major platform (Meesho/Amazon) building competitive in-house processing — possible but unlikely as a
priority given platform attention is on harder problems; mitigated by speed-to-market and broad
multi-platform coverage that no single platform would invest in.

• GPU cost spike from sustained high volume — mitigated by ability to add Hetzner GPU boxes
incrementally (linear scaling) and by background-job priority tiers that defer non-time-sensitive work to
cheaper off-peak slots.

• WhatsApp Business API session-message limits and template-message costs at scale — mitigated by
session-message optimisation within 24-hour windows, and by template-message pre-approval for the
limited cases where templates are required.

• Seller churn after exhausting one-time pack: many one-time purchasers do not return — mitigated by
Subscription tier conversion campaigns at the end of one-time-pack usage, and by 'photo refresh'
campaigns suggesting customers reprocess listings after seasonal style changes.


