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KeyShift

One-feature SEO tool — every Monday morning, an email listing every keyword 5
named competitors started ranking for in the last 7 days. At $19/month, half the price of
Ahrefs and one-tenth the complexity.

Category Set 4 - 12-mo Cash

Customer Indie hackers, SEO marketers at 1-10 person teams, agencies servicing SMB clients

Monetisation $19/mo Basic - $49/mo Pro (25 competitors + alerts) - $99/mo Agency (white-label + 100
competitors)

Build effort Low

Plan version v1.0 — 2026-05

Executive Summary

KeyShift is the single-feature SaaS counterpart to the comprehensive SEO platforms (Ahrefs, Semrush,
Moz) that dominate the category at $129+/month and overwhelm small-team buyers with feature breadth
they don't use. KeyShift does one job, weekly: for the user's 5 named competitors, report every keyword
position 1-20 they started ranking for in the last 7 days, sorted by estimated traffic, with the URL they're
ranking on. That's it. One email Monday morning. Done.

The wedge against Ahrefs is two-fold: focused-feature simplicity (one job vs. 50) and pricing at $19/month
basic vs. Ahrefs $129/month entry. The buyer is an indie hacker, SEO marketer at a small team, or agency
servicing SMB clients — they don't need Ahrefs's full feature breadth, they need this one focused report
consistently.

Year-1 target: 480 paying subscribers by month 12, generating $135k annual revenue (~m 1.1 crore) against
m 26 lakh costs. Cash-positive month 1; subscription model with high retention. The full deep analysis of this
product was done in an earlier exchange: 80% gross margin at $19 price point ($2.40 DataForSEO data cost
+ $0.30 LLM + $1 ops/payment processing), 8-week build from start to first paying customer.
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The Problem

Indie hackers and SEO marketers at small teams face a recurring need: monitoring what their competitors
are ranking for. The intel is invaluable (it signals which keywords are gainable in your category, what content
angles your competitors are investing in, where the SEO opportunity is shifting), but the tooling is expensive
and overwhelming.

The standard answer is Ahrefs ($129/month entry, $499/month for full features) or Semrush (similar pricing).
Both are excellent platforms for full-time SEO professionals at established agencies but are over-priced and
over-feature-rich for the small-team buyer. The buyer pays $129/month, uses 4% of the features, and the
report they actually want — 'show me what my competitors started ranking for this week' — is buried four
clicks deep and requires manual filtering each time.

The middle ground (a focused, lightweight SEO tool that does this one job at $15-30/month) does not really
exist. There are SEO chrome extensions and Twitter-tools-of-the-week, but a productised SaaS focused on
weekly competitor keyword-delta monitoring at price point and quality the SMB-and-indie market accepts has
not been built.

The Solution

KeyShift's product is one email per week. The user signs up, names 5 competitors (their domains), confirms
their geographic market (US, UK, IN, etc.). Every Monday morning, an email lands in their inbox: 'In the last 7
days, your 5 competitors started ranking for these 47 keywords (positions 1-20)." For each keyword: the
competitor that's ranking, the URL ranking, estimated monthly search volume, estimated monthly traffic,
position movement (e.g., 'new entry at position 7', 'moved from 18 to 4'). Sorted by traffic potential
descending.

Two backend mechanisms behind this. (1) Per-user keyword universe: KeyShift maintains a per-user
keyword set (typically 500-2000 keywords starting from each competitor's known top-ranking pages,
expanded weekly as new rankings appear). (2) Weekly delta calculation: each Monday morning, run fresh
SERP checks on the keyword universe, identify net new entries to positions 1-20 by named competitors,
compose the email.

Three tiers. Basic ($19/month): 5 competitors, weekly Monday email, basic competitor URL + position data.
Pro ($49/month): 25 competitors, weekly email + mid-week alerts for high-traffic changes, additional fields
(content type, backlink growth attribution where detectable). Agency ($99/month): 100 competitors,
white-label email (your agency's branding), multi-client dashboard, API access for integration into agency
client reports.

Three structural differences from Ahrefs/Semrush define the wedge. First, focused feature: one job done
extremely well vs. comprehensive platform with this feature buried. Second, push delivery: weekly email +
alerts (we tell you when something changes) vs. dashboard you have to remember to check. Third, pricing:
$19-99/month vs. $129-499/month. Different shape of product for a different segment of buyer.
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Market Opportunity

Addressable buyers globally: estimated 480,000 indie hackers + SMB SEO marketers + small agencies who
today either pay for Ahrefs/Semrush at $129+/month (with low feature utilisation) or do without competitive
intelligence. At $19-49/month average ARPU, the SAM is approximately $200-350M/year. Realistic 4-year
capture: 0.6-1.2% = $1.2-4.2M ARR.

Adjacent expansion options. (1) Backlink monitoring (similar push-delivery model: ‘'who linked to your
competitors this week'). (2) Content-publishing monitoring (‘what content did your competitors publish this
week’). (3) Ad-creative monitoring (‘what Google/Meta ads did your competitors run this week’). Each
adjacency adds revenue per existing customer through tier upgrades.

Ahrefs and Semrush are unlikely to compete directly at this price point (cannibalisation risk for their existing
higher-priced subscribers); KeyShift's defensibility against them is the focused-product positioning that they
cannot easily replicate without confusing their core market.

Target Customer

Primary persona: a 34-year-old indie hacker running a B2B SaaS at $200k ARR who does his own SEO.
Currently uses Ahrefs at $129/month and uses maybe 6% of features. The 'started ranking for' report is the
most-checked feature; he runs it manually every Monday. Will switch to KeyShift at $19/month for that
focused workflow + redirect $110/month to other tools.

Secondary persona: a 28-year-old SEO marketer at a 12-person consumer brand who tracks competitive
landscape weekly for content-planning purposes. Currently uses Semrush at the team's $399/month
subscription. Will use KeyShift Pro at $49/month as a focused supplementary tool that delivers the specific
weekly insight she needs (rather than replacing Semrush).

Tertiary persona: a 41-year-old founder of a 7-person SEO agency servicing 15 SMB clients. Currently buys
client reports manually via Ahrefs. Will use KeyShift Agency at $99/month for white-label weekly reports
across 15 clients (100 competitor slots covers it comfortably).
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Product

Onboarding (4 minutes): signup, named 5 competitors (domain entry), confirmed geographic market,
delivery time + day for weekly email.

Per-user keyword universe construction: at signup, KeyShift seeds the user's keyword universe from each
competitor's top 500 ranking pages (via initial DataForSEO Spider call). Universe grows weekly as
competitors enter new keywords.

Weekly SERP delta workflow: every Sunday night, KeyShift runs fresh SERP checks across each user's
keyword universe via DataForSEO API. Sunday evening computes deltas. Monday morning composes
email.

Email deliverable: clean HTML email, sorted by estimated traffic descending, with competitor + URL +
keyword + position + position-delta + estimated traffic + clickable link to view in app.

Web app (minimal): dashboard for managing competitors, viewing historical reports, configuring delivery
preferences, billing. The product centre-of-gravity is the email, not the app.

Pro tier alerts: mid-week alerts triggered when a competitor's ranking position jumps significantly on a
high-traffic keyword (>1k monthly searches, >5 position improvement).

Agency tier white-label: email branding customisation (logo, colours, agency name), multi-client workspace,
per-client report bundling, APl access.

Technical Architecture

Backend: Python on Hetzner cloud (single small box handles first 800 customers easily). Postgres on Neon
for keyword universe + ranking history.

SERP data source: DataForSEO API at ~$0.60 per 1,000 SERP checks. Per user: 5 competitors x 200
keywords x 1 weekly check = 1,000 SERP/user/week = ~$2.40/user/month in data cost.

Email delivery: Resend or Postmark (~$0.50 per 1,000 emails; negligible per-user).

Scheduling: Inngest or simple cron for weekly job execution. Sunday-night job runs in 4-8 hours wall-clock
time depending on user volume.

Frontend: Next.js + Tailwind, minimal dashboard.
Payments: Stripe for monthly subscription + annual options.

Email composition: React Email templates with structured table generation.
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Business Model & Unit Economics

Three subscription tiers. Basic ($19/month or $189/year): 5 competitors, weekly email, basic data. Pro
($49/month or $489/year): 25 competitors, mid-week alerts, additional data fields. Agency ($99/month or
$989/year): 100 competitors, white-label, multi-client workspace, API.

Conversion economics: free 14-day trial converts at 24% (typical for a clear-value SaaS at this price).
Distribution: 55% Basic, 30% Pro, 15% Agency. Monthly churn target under 4% (consumer-side SEO tools
have moderate churn).

Gross margin: 80% blended ($19 - $2.40 data - $0.30 LLM - $1.00 ops = $15.30 contribution = 80% margin).
Higher margin at Pro and Agency tiers due to economies of scale.

Customer LTV: $19/month x 18 months average = $342 at Basic; $49/month x 22 months = $1,078 at Pro;
$99/month x 28 months = $2,772 at Agency. CAC target: $80. LTV/CAC: 4-35.

Unit Economics (Year-1 base case)

Year-1 paying subscribers (target) 480

Blended ARPU $33/month (~$396/year)
Year-1revenue $135,000 (~m 1.1 crore)
Gross margin 80%

Customer acquisition cost (CAC) $80

Payback period 2.4 months

Year-1 all-in costs ~m 26 lakh

Year-1 net contribution ~m 76 lakh

Go-to-Market

Channel 1 — Indie hacker + SEO community organic (40%): Hacker News (Show HN), IndieHackers, r/SEO,
r/marketing, niche Discord communities. Strong word-of-mouth potential because the product solves a
specific recurring frustration.

Channel 2 — Founder content marketing (30%): publish substantive SEO content on the company blog with
intentional dogfooding (showcase real competitor research using KeyShift outputs). Demonstrates product
value while building topical authority.

Channel 3 — Targeted paid search (20%): Google Ads on commercial-intent keywords (‘Ahrefs alternative’,
‘competitor keyword tracking', 'SEO tool $20"). Strong conversion intent at moderate CPC.

Channel 4 — Agency partnerships (10%): targeted outreach to small SEO agencies for the Agency tier with
white-label positioning.

Roadmap (first 12 months)

e Month 1-2: MVP build — DataForSEO integration, keyword-universe seeding, Sunday-night delta job,
Monday email composition, Stripe billing. Launch with 30 free-trial signups via personal network + Show
HN.

¢ Month 3-4: Pro tier with mid-week alerts, additional data fields, 80 paying subscribers, m 6 lakh MRR.

¢ Month 5-7: Agency tier with white-label and multi-client workspace, paid search campaign launched, 200
paying subscribers, m 15 lakh MRR.
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¢ Month 8-10: API tier for Agency customers, content-marketing investment, 360 paying subscribers, m 26
lakh MRR.

e Month 11-12: 480 paying subscribers, m85 lakh annualised revenue (run-rate higher than year-1 cash
due to growth-curve).

Key Risks

e DataForSEO pricing or access changes — DataForSEO is a single-vendor dependency. Mitigated by
ability to switch to SerpAPI (similar product, ~3x pricing — would compress margins but not eliminate) or
to scrape SERPs directly (technically possible but legally grey and operationally painful).

» Ahrefs / Semrush releasing focused-feature competitor at $19/month — cannibalisation risk against their
core makes this unlikely; if they do, mitigated by speed-to-market and by lean-cost-structure advantage
that lets us compete on price.

e Customer churn after initial subscription: users may exhaust insight value after 2-3 months — mitigated
by mid-week alerts at Pro tier (continuous value delivery vs. weekly), by content-publishing-monitoring
expansion in year 2, and by Agency tier stickiness (replacing tool in agency context has switching cost).

e Free-tier or freemium pressure from competitors — possible; mitigated by clear-value-at-paid-tier
positioning rather than freemium dependency.

e Google SERP markup changes — happens once a year, breaks SERP scraping briefly. Mitigated by
reliance on DataForSEO which handles these changes within 48 hours.
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