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StudyOwl

Hyper-focused Indian competitive-exam prep for ONE exam and ONE subject — beat
generalist platforms with depth. Pick GATE Computer Science, CAT Quant, UPSC
Prelims History — and own that subject mile-deep.

Category Set 5 - Vertical/Creator

Customer Indian competitive exam aspirants (GATE / CAT / UPSC / NEET / SSC / RRB / state PCS)
studying for a specific exam and a specific subject within it

Monetisation m49-199 per topic pack (one-time) - m999/year full subject pack - m1,999/year exam-complete
pack (multiple subjects)

Build effort Med

Plan version v1.0 — 2026-05

Executive Summary

StudyOwl is the focused-vertical answer to the Indian competitive-exam-prep market, which is dominated by
generalist platforms (Unacademy, BYJU's, Vedantu, Physics Wallah) trying to cover every exam + every
subject + every grade level. The opportunity for a small team: pick one exam, one subject, build the deepest
possible product for that intersection, charge m49-1,999 across topic / subject / exam tiers, generate m 3-6
crore from a single subject choice in year 1-2 with founder + 2-3 person team.

Recommended launch choice: GATE Computer Science. Why: ~200,000 candidates annually, high-WTP
audience (most are engineers earning enough to spend m 2-5k on prep), well-defined curriculum (8 subjects,
well-documented syllabus), generalist platforms produce mediocre output for the depth required, and the
candidate base is sophisticated enough to recognise quality.

Year-1 target: 6,500 paying users across the three tiers, generating m 2.4 crore annual revenue against m 38
lakh costs. The wedge against generalist platforms is depth-not-breadth — every topic explanation is
best-in-class for the specific exam's typical question pattern, every practice problem is calibrated to the
exam's actual difficulty distribution, every revision schedule is built around the exam's specific recall
requirements. Cash-positive month 3-4.
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The Problem

Indian competitive-exam preparation is a m50,000+ crore annual market dominated by generalist platforms
trying to serve every exam from JEE to UPSC to bank-PO to SSC. The breadth comes at depth cost: a
Unacademy or BYJU's video on 'Operating Systems for GATE CS' is functional but not exceptional; the
practice problems are derived from past papers but not calibrated to the current exam's drift; the revision
schedules are generic spaced-repetition not exam-specific.

Sophisticated candidates (GATE CS aspirants, CAT Quant aspirants, UPSC Prelims History aspirants)
recognise the quality gap. They supplement generalist platforms with: handwritten notes from senior toppers
(Telegram / WhatsApp circulation), Made Easy / GateForum offline coaching ($800-1,500 for full course),
individual YouTubers (Apna College, Striver, etc.) for specific topic deep-dives.

The middle gap: a focused product on ONE exam + ONE subject that is best-in-class, priced at m999-1,999
range (10-20% of full offline coaching), accessible to the candidate who doesn't want full coaching
commitment.

The Solution

StudyOwl is a focused subject product. Launch product: GATE CS — Operating Systems (one of the 8
GATE CS subjects, picked because it's high-weightage and difficult for self-study). Includes: 35-45 video
lessons (high-quality production, 18-25 minutes each) covering every syllabus topic with depth; 600+
practice problems calibrated to GATE difficulty distribution (10% easy, 60% medium, 30% hard); 200+
previous-year questions with full solutions; topic-wise concept maps; spaced-repetition revision schedule;
mock tests with GATE-pattern difficulty; analytics on weak topics + suggested re-study plan.

Three tiers. m49-199 per topic pack: individual topics within the subject (e.g., 'Process Scheduling pack' =
m99). For candidates who want only specific topic depth. m999/year full subject pack: complete subject
coverage with all topics + practice + mocks. m 1,999/year exam-complete pack: full subject + access to next
subjects as we release them (year 1 we'll release 2-3 subjects; year 2 the remaining 5-6).

Three structural differences from generalist platforms define the wedge. First, subject depth: every topic
explanation is best-in-class for the specific exam's question patterns (not generic OS explanation). Second,
practice quality: problems calibrated to GATE-actual difficulty (the most common candidate complaint about
generalist platforms is ‘problems too easy / unrepresentative’). Third, pricing accessibility: m999 for full
subject pack vs. m 15-25k for full coaching commitment.
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Market Opportunity

GATE 2026 expected candidates: ~900,000 across all 27 papers; ~200,000 in CS specifically. Of these, an
estimated 60-90% use some form of paid prep material. Even at 1% capture of GATE CS candidates with
our subject focus = 1,800-2,700 paying users at m999-1,999 average ARPU.

Adjacent subjects (within GATE CS, then within GATE other branches, then other exams entirely). Year 2:
release 2-3 more GATE CS subjects (Computer Networks, DBMS, Data Structures) — same audience
expanded by topic. Year 3-4: expand to GATE Mechanical / Electronics specific subjects (different but
adjacent audiences).

Adjacent exam expansion. Once the playbook works for GATE CS subject, replicate for CAT Quant, UPSC
Prelims History, NEET Biology — each is a $1-3M opportunity. By year 4, portfolio of 5-8 subject products
generates $5-15M annual revenue.

Target Customer

Primary persona: a 22-year-old final-year B.Tech CS student in Coimbatore preparing for GATE 2027. Has
8-10 months to prep. Currently uses Unacademy plus + watches Striver / Apna College YouTube. Will pay
m 999 for full Operating Systems pack after watching free preview lessons; will likely buy 2-3 more subject
packs as we release them.

Secondary persona: a 24-year-old working software engineer at TCS who wants to switch career to research
/ higher studies and is preparing for GATE 2026. Has only 6 months to prep across all 8 subjects. Will pay
m 1,999 exam-complete pack for the convenience + commit.

Tertiary persona: a 25-year-old engineering graduate from a tier-3 college, second-time GATE aspirant,
weakest in Operating Systems (1.5 marks last year). Will pay m199 for Operating Systems topic-specific
pack focused on his weakest area.
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Product

Video lessons: 35-45 lessons per subject, 18-25 minutes each, produced to high quality (clear audio,
animated visualisations for OS concepts like process scheduling, virtual memory, file systems). Founder + 1
production team member (videographer + animator) for production.

Practice problem bank: 600+ problems per subject, each tagged by topic, difficulty, time-to-solve estimate,
GATE year of similar question. Detailed solution per problem with multiple-approach options.

Previous-year-question bank: every GATE OS question from the past 15 years with detailed solutions +
difficulty trend analysis.

Concept maps: visual concept maps per topic showing relationships between concepts (e.g., process
scheduling - CPU scheduling — multilevel feedback queue - priority inversion).

Spaced-repetition revision: per-candidate revision schedule based on Anki-style spaced-repetition tuned to
GATE's specific recall patterns (some topics need more frequent revision than others based on retention
data we collect).

Mock tests: 8 full-length OS mock tests + 25 topic-specific mock tests. Realistic difficulty distribution
matching GATE-actual.

Analytics: per-candidate weak-topic identification + suggested re-study plan, comparison against top
performer cohort, predicted GATE OS score with confidence interval.

Mobile app: critical for Indian audience; native Android primary + iOS secondary. Lessons download for
offline viewing; problem solving + analytics sync when online.

Technical Architecture

Frontend: Next.js for web; React Native for mobile (Android primary).

Backend: Python on Hetzner cloud, Postgres on Neon.

Video hosting: Bunny.net CDN (cheaper than Mux at this scale; Indian-audience-friendly CDN).

Mobile offline support: SQLite for local progress storage + local video caching with selective download.
Analytics: PostHog for product analytics + custom-built per-candidate performance tracking.
Payments: Razorpay (UPI primary + cards).

Customer support: Crisp + WhatsApp Business support channel (Indian audience expectation).
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Business Model & Unit Economics

Pricing tiers. Topic pack (m49-199 one-time): individual topic within subject. Full subject pack (m999/year):
complete subject coverage with annual access. Exam-complete pack (m1,999/year): subject pack + all future
subject releases for 1 year.

Conversion economics: 4 free preview lessons available to all visitors. Free — paid conversion 18% within
30 days of signup. Distribution: 25% topic packs, 55% full subject pack, 20% exam-complete pack.

Gross margin: 88% blended. Major costs: video hosting + delivery (~m40/customer/month at average
usage), payment processing (~m 25/transaction).

Customer LTV: limited to exam-cycle horizon (most aspirants do GATE 1-2 times). Average revenue per
candidate: m1,200-1,800 over 12-18 months of prep relationship.

Unit Economics (Year-1 base case)

Year-1 paying users (target) 6,500

Blended revenue per user m 3,700/year
Year-1revenue m2.4 crore

Gross margin 88%

Customer acquisition cost (CAC) =220

Payback period Single transaction
Year-1 all-in costs ~m 38 lakh
Year-1 net contribution ~m1.7 crore

Go-to-Market

Channel 1 — Free-content YouTube channel (40%): publish 25-30 free GATE OS preparation videos on
YouTube covering common concepts. Builds audience + topical authority + funnels viewers to paid subject
pack.

Channel 2 — Telegram channel + community (25%): GATE aspirants live in Telegram. Create active GATE
CS Telegram channel with daily practice problems + discussion + free resources. Channel converts
members to paid product.

Channel 3 — College placement-cell + senior-recommendation channels (20%): targeted outreach to
engineering colleges' placement cells + GATE coaching circles for senior-recommendation distribution.

Channel 4 — Paid acquisition (15%): YouTube ads + Meta Ads targeting GATE prep audience.

Roadmap (first 12 months)

¢ Month 1-3: Produce + launch first subject (Operating Systems) — 40 video lessons, 600 problems, mock
tests. Free YouTube channel growth + Telegram community building. First 300 paying users.

¢ Month 4-5: Continue OS sales acceleration via free-content YouTube. 1,500 paying users, m16 lakh
MRR.

¢ Month 6-8: Launch second subject (Computer Networks). Existing OS customers upgrade to
exam-complete pack. 3,500 paying users, m40 lakh MRR.

e Month 9-10: Launch third subject (DBMS). 5,200 paying users.
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Month 11-12: 6,500 paying users across all three subjects + topic packs, m2.4 crore year-1 revenue,
foundation for year-2 remaining-subjects release.

Key Risks

Generalist platforms (Unacademy / BYJU's / Physics Wallah) responding with deeper GATE CS content
— possible but slow given their breadth focus. Mitigated by depth investment + community building +
speed of iteration.

GATE syllabus or exam-pattern changes — IIT GATE committee revises syllabus periodically. Mitigated
by close monitoring + rapid content update cycle.

Founder/instructor dependency: video lessons are best with single consistent instructor; if founder cannot
personally produce all lessons, quality variance is a risk. Mitigated by careful selection of senior teaching
collaborators + structured production workflow.

Customer concentration cycle: GATE happens once a year (early February); revenue concentrates
around Sept-Dec preparation peak. Mitigated by topic-pack micropurchases that smooth revenue +
multi-exam expansion in year 2-3.

Pirated content distribution: Indian education content gets pirated aggressively. Mitigated by DRM on
premium video, by community-value features that pirates can't replicate (community + analytics + mock
tests with leaderboards), and by accepting some piracy as marketing.
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