PodPal — Business Plan Page 1 of 5

PodPal

Drop a full podcast episode — 8-12 viral short-form clips with captions, ranked by
predicted engagement, auto-scheduled across YouTube Shorts, Instagram Reels,
TikTok, X. $29/mo for podcasters who do the rest of their work alone.

Category Set 5 - Vertical/Creator

Customer Independent podcasters (solo or 2-person team) producing weekly long-form episodes who do
not have a dedicated clipping/social-media editor

Monetisation $29/mo Solo - $79/mo Pro (10 episodes/month + team) - $199/mo Network (agency tier)
Build effort Med
Plan version v1.0 — 2026-05

Executive Summary

PodPal addresses the #1 unsolved operational pain in independent podcasting: clip creation for short-form
distribution. Every podcaster knows that YouTube Shorts, Instagram Reels, TikTok, and X clips drive
subscriber growth, but the manual workflow (scrub episode - identify 8-12 viral moments - cut clips - add
captions — schedule across 4 platforms) takes 4-7 hours per episode. Most independent podcasters either
don't do it consistently or pay an editor $200-500/episode for the workflow.

PodPal automates the workflow at $29-79/month subscription. Upload episode audio + video; PodPal
identifies high-engagement moments using a model trained on viral-clip patterns + transcript analysis +
speaker-emotion detection; generates 8-12 clip candidates with automatic captions, framing optimisation,
and platform-specific export; schedules across the podcaster's connected accounts.

Year-1 target: 1,800 paying subscribers, generating m 2.4 crore annual revenue against m52 lakh costs. The
wedge against existing tools (Opus Clip, Riverside.fm's clip feature, Vidyo.ai) is depth-of-output quality at
lower price point, plus scheduling integration that the Al-clip-only tools omit. Cash-positive month 2-3.
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The Problem

Independent podcasters know that short-form clips drive subscriber growth — TikTok and Instagram Reels
and YouTube Shorts are where new listener discovery now happens. But the workflow to produce clips
consistently is the operational bottleneck that breaks most podcasters' growth strategy. Per-episode manual
workflow: scrub the 60-90 minute episode to identify 8-12 viral moments (45-90 minutes), cut each clip to
right length (60 minutes for 8 clips), add captions (30 minutes), reformat for 9:16 vertical (45 minutes),
schedule across YouTube Shorts + Reels + TikTok + X (30 minutes). Total: 4-7 hours per episode.

The alternatives. Hire an editor at $200-500/episode (the experienced ones charge $500+; affordable ones
produce mediocre output). Use existing Al clip tools (Opus Clip $19-95/month, Vidyo.ai $20-200/month) —
these do exist but the clip-quality variance is high (frequent misses on what makes a clip viral) and
scheduling integration is thin (you still manually schedule across 4 platforms).

The middle gap: an Al-clip tool with high-quality output + integrated scheduling at a price point that solo
podcasters accept. Existing clip tools focus on Al inference; PodPal adds the scheduling workflow + better
clip-quality through better model design + caption polish.

The Solution

PodPal's workflow: upload episode (audio-only or video + audio) — automated processing 8-15 minutes -
review of 8-12 clip candidates each with framing preview, caption preview, predicted-engagement score —
user selects + edits desired clips — one-click schedule across YouTube Shorts + Instagram Reels + TikTok
+ X with platform-specific captions and metadata.

Clip identification engine: combines (1) transcript-based virality detection (emotionally peaked moments,
surprising claims, controversial takes, clean punchy statements, listener-quote-worthy lines), (2)
audio-energy analysis (emphasis, laughter, surprise sounds), (3) speaker-emotion detection (excited,
confident, vulnerable moments tend to clip well), (4) duration optimisation (15-60 seconds depending on
platform), (5) standalone-clarity check (clip must make sense without context).

Caption generation: word-by-word burned-in captions in podcaster's brand style (font, color, position
customisable). Speaker-disambiguated for multi-host shows.

Framing optimisation: for video content, automatically reframes to 9:16 vertical with intelligent face-tracking
(when speaker changes, focus follows). For audio-only podcasts, generates animated waveform + episode
artwork composition.

Cross-platform scheduling: connect YouTube + Instagram + TikTok + X accounts once; subsequent
scheduling is one-click per clip. Platform-specific captions auto-generated (Instagram's longer-form caption
tradition vs. TikTok's brief energy).

Three structural differences from competing Al clip tools. First, clip-quality investment (model trained
specifically on viral-clip patterns vs. generic transcript-summary). Second, integrated scheduling (most
competitors export-only). Third, pricing $29/month vs. $19-95/month range — competitive on price while
differentiating on quality + workflow.
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Market Opportunity

Independent podcaster market globally: estimated 1.2-1.8M actively-publishing podcasts in 2026, with
~400-600k producing at least monthly with audience >500 listeners (the segment that meaningfully invests in
clip distribution). Of these, an estimated 80-150k are willing-to-pay at PodPal pricing.

Average podcaster ARPU: $40/month across the tier mix. SAM: $40-70M annually. Realistic 4-year capture:
4-7% = $1.6-5M ARR.

Adjacent expansion. Year 2: clip generation for long-form YouTube videos (not just podcasts — similar
workflow, larger audience). Newsletter-podcast clip integration (podcast + email + clip + Twitter as integrated
workflow). Multi-language clip generation for international expansion. Enterprise tier for podcast networks
(Wondery, iHeart, Spotify Studios, etc.).

Target Customer

Primary persona: a 41-year-old solo podcaster publishing weekly 75-minute interview show with 12,000
download/week audience. Currently produces clips inconsistently (perhaps 1 of every 3 episodes). Will pay
$29/month for consistent weekly clip output across all 4 platforms, expects subscriber growth lift of 10-25%
month-over-month.

Secondary persona: a 38-year-old 2-person podcasting team (host + producer) publishing 2 episodes per
week. Currently pays a $300/episode editor for clips. Will switch to PodPal Pro at $79/month for 10
episodes/month (saves ~$1,000/month on editing while gaining better clip quality and scheduling).

Tertiary persona: a 33-year-old founder of a 4-person podcast network with 8 active shows. Currently
maintains 1 full-time clip editor for the network. Will pay $199/month Network tier for centralised clipping
across all 8 shows.
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Product

Upload: drag-and-drop audio or video file (or paste URL from Captivate, Buzzsprout, Anchor, Riverside,
Descript). Processing time 8-15 minutes for typical 60-minute episode.

Clip candidate review: 8-12 clip candidates per episode, each presented with: predicted engagement score,
transcript context (3 sentences before + after), platform recommendations, framing preview, caption preview,
audio waveform visualisation.

Edit and refine: per-clip editor for adjusting boundaries (push start earlier or trim later end), caption text
editing, framing tweaks, alternative thumbnail selection.

Scheduling: per-platform schedule selection (post immediately, schedule for specific time, queue for next
available slot based on best-performing-time-of-day analysis), platform-specific caption customisation.

Account connections: OAuth integrations with YouTube + Instagram + TikTok + X for posting. Threads +
LinkedIn added in year 2.

Analytics: per-clip performance tracking (views, engagement rate, follower growth attribution where
measurable), best-performing-clip-types analysis to inform future content.

Brand kit: per-podcast brand kit (logo, font, color palette, caption style) applied to all clips for visual
consistency.

Technical Architecture

Backend: Python on Hetzner cloud + GPU box for clip processing (RTX 4090 box at m 18k/month handles
~50 episodes/day comfortably).

Transcription: Faster-Whisper (Large-v3) for accurate transcripts with timestamps. ~$0.06/episode cost
(CPU/GPU local processing).

Clip identification: hybrid model — small LLM (Llama 3.1 8B) for transcript analysis + audio-energy analysis
(custom DSP) + speaker-emotion detection (open-source emotion-classification model). Total per-episode Al
cost: ~$0.40.

Video processing: FFmpeg for cutting + reframing + caption rendering. Face detection via MediaPipe for
intelligent reframing.

Platform APIs: YouTube Data API + Instagram Graph APl + TikTok Content Posting API + X API for
scheduling. Each integration is 4-8 weeks of engineering work.

Frontend: Next.js + Tailwind, video preview rendering via HTML5 video.

Storage: Cloudflare R2 for episode + clip storage; episode auto-deleted 60 days post-processing (clips
retained per user retention setting).
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Business Model & Unit Economics

Three tiers. Solo ($29/month or $290/year): 4 episodes/month, single connected account-set, basic
analytics. Pro ($79/month or $790/year): 10 episodes/month, team workspace (2 seats), advanced analytics,
A/B clip testing. Network ($199/month or $1,990/year): unlimited episodes, 8 connected podcast brands,
multi-team workspace, white-label brand kits.

Conversion economics: free trial (1 episode processed) converts at 22%. Distribution: 70% Solo, 22% Pro,
8% Network. Monthly churn target under 4% (creator-tool typical).

Gross margin: 76% blended. Major cost lines: GPU compute (~$2.20/episode), platform API quotas
(~%0.50/episode-equivalent), infrastructure (~$1/customer/month).

Customer LTV: $29 x 16 months avg = $464 at Solo; $79 x 22 months = $1,738 at Pro; $199 x 30 months =
$5,970 at Network.

Unit Economics (Year-1 base case)

Year-1 paying subscribers (target) 1,800

Blended ARPU $49/month (~$588/year)
Year-1revenue $285,000 (~m 2.4 crore)
Gross margin 76%

Customer acquisition cost (CAC) $110

Payback period 2.2 months

Year-1 all-in costs ~m 52 lakh

Year-1 net contribution ~m 1.3 crore

Go-to-Market

Channel 1 — Podcasting-community organic (40%): Podcast Movement conference, Podcasters Hangout
community, r/podcasting, niche Discord servers, Podcast Brunch Club. Strong word-of-mouth potential.

Channel 2 — Creator-content marketing (30%): publish substantive content on clip-creation craft, viral-clip
pattern analysis, podcaster growth case studies. Founder-credibility positioning.

Channel 3 — Influencer-podcaster partnerships (20%): partnerships with 10-15 mid-tier podcasters
(10k-100k audience) using PodPal publicly + revenue-share for referrals.

Channel 4 — Paid acquisition (10%): targeted Meta + Google Ads to podcaster lookalike audiences.

Roadmap (first 12 months)

¢ Month 1-3: MVP — upload + transcription + clip identification + caption generation + YouTube Shorts +
Instagram Reels export. Launch with 100 free-trial podcasters.

¢ Month 4-5: TikTok + X scheduling integration, brand kit feature, 300 paying subscribers, m10 lakh MRR.

e Month 6-8: Pro tier with team workspace + advanced analytics + A/B testing, 800 paying subscribers,
m 26 lakh MRR.

¢ Month 9-10: Network tier with multi-podcast workspace, 1,400 paying subscribers, m16 lakh MRR
(Pro/Solo mix shifts).

¢ Month 11-12: 1,800 paying subscribers, m2.4 crore annualised revenue, foundation for long-form video
clip expansion in year 2.
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Key Risks

e Opus Clip or competing tool dramatic price drop or quality leap — competitive category. Mitigated by
integrated scheduling moat (most competitors export-only), clip-quality investment, podcaster-specific
positioning vs. generic video-clip tools.

* YouTube / Instagram / TikTok API access changes — happens periodically; can disrupt scheduling
integration. Mitigated by maintaining direct partner-relationship with each platform's developer team, by
graceful degradation when one platform's APl is unavailable.

e Clip-quality variance: Al-identified 'viral moments' vary in quality; some episodes produce few good clips
while others produce excellent — somewhat unavoidable. Mitigated by clear in-product expectation
setting (we show predicted-engagement scores honestly), by allowing user to override/refine boundaries.

¢ Podcast-industry contraction: podcast funding has been volatile post-2023; if podcaster economic base
shrinks, willingness-to-pay for tools depresses. Mitigated by serving mid-tier audience-growth focus (not
dependent on advertising boom).

e GPU compute cost escalation — possible. Mitigated by Hetzner GPU box ownership rather than
cloud-API dependence, by batch processing for non-urgent jobs.
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