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PhotoFix
AI batch photo enhancer specifically for real estate, Airbnb, and short-term rental listings.
Take phone-snap photos of a property; PhotoFix returns publication-quality listing
images at $0.20-0.50 each. Replaces $300-1,500 photographer shoots for routine
listings.

Category Set 5 · Vertical/Creator

Customer Real estate agents, property managers, Airbnb hosts, short-term rental operators, listing
portals

Monetisation $0.20-0.50 per photo (volume bundles) · $49/mo Pro (100 photos/mo + sky replacement +
virtual staging) · $499/mo Enterprise (white-label + API)

Build effort Low

Plan version v1.0 — 2026-05

Executive Summary
PhotoFix is an AI batch photo enhancer purpose-built for property listings. A real estate agent or Airbnb host
takes phone photos of their property (kitchen + living + bedrooms + bathrooms + exterior); PhotoFix
processes the batch in 4-8 minutes and returns publication-quality listing images — bright daylight balance,
clean shadows, vertical-correction, decluttering, optional twilight-sky replacement, optional virtual staging.
Cost: $0.20-0.50 per photo at volume vs. $300-1,500 for a professional photographer shoot.

The category opportunity: ~5M agents + property managers + Airbnb hosts globally upload routine listing
photos monthly. Currently they either pay for professional shoots ($300-1,500 per shoot for 25-40 photos) for
premium listings only, or use phone-snap photos for the rest. PhotoFix collapses the gap.

Year-1 target: 8,000 active customers processing 320,000 photos/month at average $0.32 per photo,
generating $1.2M annual revenue (~■10 crore) against ■1.6 crore costs. Cash-positive month 2. Wedge
against generic AI image tools (Photoshop AI, Topaz, Luminar) is the listing-vertical depth (sky-replacement
specifically for property exterior, vertical-correction tuned to property interiors, virtual staging that real estate
buyers find credible). Wedge against professional photography is cost + speed.



PhotoFix — Business Plan Page 2 of 5

Confidential business plan — for evaluation only

The Problem
Real estate listing photos are one of the highest-ROI marketing investments — listings with professional
photography sell 30-50% faster + 5-7% above similar listings with phone-snap photos. The professional
answer is a property photographer at $300-1,500 per shoot for 25-40 photos. This works for high-value
listings (homes >$500k US, premium Airbnbs $300+/night) where the ROI math is obvious.

But the bulk of listings don't justify professional shoots. Rental listings under $2,500/month,
secondary-market Airbnbs under $150/night, lower-end home sales — these listings are listed with
phone-snap photos that materially under-perform. The agent / host knows this is suboptimal but cannot
economically pay for professional shoots.

The DIY alternatives are weak. Generic AI image tools (Photoshop AI, Topaz Sharpen, Luminar Neo) require
photo-editing skill the agent doesn't have. Free phone editors do basic adjustments but cannot handle
vertical-correction or sky-replacement or virtual staging. The middle gap: batch-processing AI tuned
specifically for listing photos at price point that any listing justifies.

The Solution
PhotoFix is a batch image-processing service tuned to listing-photo conventions. Upload 20-40 phone-snap
photos of a property via web app or mobile app; PhotoFix processes in 4-8 minutes and returns
publication-quality images.

Per-photo processing includes: white-balance correction (compensate for indoor warm-light tints), exposure
normalisation, perspective correction (vertical lines made vertical — phone photos lean slightly which looks
amateurish), HDR-blending (preserve detail in bright windows + dark corners), declutter (remove visible
cables / soap bottles / remote controls — the small visual noise that signals 'amateur'), color correction for
accurate property representation.

Pro tier adds: twilight-sky replacement for exterior shots (turn a daytime exterior into stunning dusk shot with
golden-hour lighting), virtual staging (insert appropriate furniture into empty rooms — sofa + dining table +
bed - to help buyers visualise), grass / pool color enhancement, blue-sky replacement for grey-sky exterior
shots.

Three structural differences from generic AI image tools define the wedge. First, listing-photo-specific (sky
replacement specifically for property, vertical-correction tuned to interiors, decluttering targeted at common
listing issues). Second, batch-processing speed (20-40 photos in 4-8 minutes vs. 30+ minutes per photo
manual editing in Lightroom). Third, listing-buyer credibility (PhotoFix-enhanced photos look authentic, not
over-processed like generic AI; real estate buyers detect and reject over-processed listing photos).
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Market Opportunity
Addressable global market. US real estate agents: ~1.5M licensed. UK + EU agents: ~600k. India real estate
brokers + agents: ~800k. Airbnb hosts globally: ~5M (active hosts). Property managers + STR operators:
~400k. Total addressable: ~8M customers, each processing 20-200+ listing photos monthly during active
inventory.

At blended $0.32/photo + Pro tier subscription, the SAM is ~$1.5-2 billion globally. Realistic 4-year capture:
0.5-1.2% = $7.5-24M ARR. Material business at the upper end.

Adjacent expansion. Year 2: video walkthrough enhancement (similar AI processing for property video
tours). Hotel + hospitality industry (similar dynamics, longer sales cycle). Year 3: e-commerce product
photography expansion (similar AI but for retail listings — different audience but adjacent technology).

Target Customer
Primary persona: a 34-year-old real estate agent in Pune handling 18 active listings, photographing each
herself with iPhone. Currently uses Canva for crops + basic adjustments; results are visibly amateur. Will pay
$0.32/photo (~$150/month at her volume) for the substantive lift in listing quality.

Secondary persona: a 41-year-old short-term rental operator managing 22 Airbnb units in Goa. Lists 30+
photos per listing; updates listings quarterly with refreshed photos. Will pay $49/mo Pro tier for the 100
photos + virtual staging + twilight-sky for exterior shots.

Tertiary persona: a property listings portal (like NoBroker or 99acres) wanting to offer photo enhancement as
a value-added service to their broker users. Will pay $499/mo Enterprise tier for white-label + API access
integrated into their broker workflow.
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Product
Web app + mobile app: batch upload 20-40 photos at once, optional property-context metadata (property
type, room labels), processing in 4-8 minutes, download enhanced batch.

Per-photo processing: white-balance correction, exposure normalisation, perspective correction (vertical-line
straightening), HDR blending, declutter (remove cables / personal items / clutter), color correction.

Pro tier additions: twilight-sky replacement for exterior shots, virtual staging (furniture insertion into empty
rooms with multiple style options), grass + pool color enhancement, blue-sky replacement for overcast
exterior shots, before-after comparison view, branded watermark removal.

Enterprise tier: API access for integration into listing-portal workflows, white-label option, dedicated API
quota, custom processing-style configurations per customer.

Quality controls: per-photo confidence score (PhotoFix flags photos where processing has uncertainty — for
example, declutter has removed something that might have been intentional decor), allowing user to retry
with adjusted parameters.

Technical Architecture
Backend: Python on Hetzner GPU cloud (RTX 4090 boxes; ~■18k/month each; each handles ~6,000
photos/day). Scale linearly by adding boxes.

Image processing pipeline: hybrid. Open-source models (SDXL for sky replacement, SAM for object
detection for declutter, custom-trained models for property-specific processing). FFmpeg + Pillow + Sharp for
color/exposure/perspective processing.

Sky replacement: in-house model trained on ~50,000 sky + property pairs for realistic dusk + sunny +
dramatic-cloud variants.

Virtual staging: SDXL-based inpainting with furniture-style consistency. ~$0.04 per staged room in compute
cost.

Frontend: Next.js + Tailwind, mobile app via React Native.

API: REST API for Enterprise tier with API-key auth + rate limits + usage analytics.

Payments: Stripe (international) + Razorpay (India).
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Business Model & Unit Economics
Pay-per-photo + subscription tiers. Pay-per-photo: $0.50/photo at 1-25 photo volume, $0.40 at 26-100, $0.32
at 101-500, $0.20 at 501+. Pro subscription ($49/month or $490/year): 100 photos/month + advanced
features (sky replacement, virtual staging). Enterprise ($499/month or $4,990/year): 5,000 photos/month +
API + white-label + dedicated support.

Conversion economics: free trial (5 free photos) converts at 35% (high — value visibly demonstrated on first
5 photos). Distribution: 60% pay-per-photo, 30% Pro subscription, 10% Enterprise. Monthly churn target
under 4%.

Gross margin: 73% blended. Major cost: GPU compute (~$0.06/photo at scale), storage + bandwidth
(~$0.02/photo), infrastructure overhead (~$0.04/photo).

Customer LTV: pay-per-photo customers $40-200/year typical; Pro subscribers $490 × 16-month avg =
$784; Enterprise $4,990 × 28-month avg = $11,643.

Unit Economics (Year-1 base case)

Year-1 active customers (target) 8,000

Year-1 photos processed ~3.8 million

Year-1 revenue $1.2 million (~■10 crore)

Gross margin 73%

Customer acquisition cost (CAC) $48

Payback period ~2 months

Year-1 all-in costs ~■1.6 crore

Year-1 net contribution ~■6 crore

Go-to-Market
Channel 1 — Real estate agent community (40%): partnerships with NAR (US), state agent associations,
India-side broker associations. Sponsorship + member discounts + content placement.

Channel 2 — Airbnb + short-term rental community (25%): partnerships with AirDNA + Hostfully + Smartbnb
+ niche STR-operator Facebook groups + influencers.

Channel 3 — Property-portal partnerships (20%): partnerships with listing portals (Zillow API ecosystem,
NoBroker, 99acres) for integration tier offerings.

Channel 4 — Paid acquisition (15%): Google + Meta Ads targeting real estate agent + Airbnb host lookalike
audiences.

Roadmap (first 12 months)

• Month 1-3: MVP — pay-per-photo with core enhancement (white balance + exposure + vertical correction
+ HDR + declutter), mobile + web app. 800 paying customers.

• Month 4-5: Pro tier with sky replacement + virtual staging, 2,500 customers, ■3 crore annualised
revenue.

• Month 6-8: Enterprise tier with API + white-label, listing-portal partnerships, 5,000 customers, ■6 crore
annualised revenue.
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• Month 9-10: Expansion features (video walkthrough enhancement preview, hotel-vertical specific
features), 7,000 customers.

• Month 11-12: 8,000 customers, ■10 crore annualised revenue.

Key Risks

• Generic AI photo tools improving: Adobe + Topaz + Luminar may add listing-specific features. Mitigated
by depth + workflow integration + price-point positioning.

• Over-processing perception: listing buyers can detect over-processed photos and react negatively.
Mitigated by quality discipline + 'authentic-looking' style as default + transparency on which
enhancements are applied.

• Real estate market downturn: listing volume directly affects PhotoFix demand. Mitigated by diversifying
across geographies + by Airbnb-host segment less correlated with real estate market.

• GPU compute cost variance: NVIDIA hardware availability + pricing affects unit economics. Mitigated by
Hetzner GPU box ownership + ability to add capacity incrementally.

• Legal questions on virtual staging: misrepresentation concerns (showing furniture that isn't actually
there). Mitigated by clear disclosure requirements + watermark options + jurisdiction-aware feature
availability.


