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NewsletterAI
AI ghostwriter for B2B newsletter authors + agency content teams. Researches + drafts
+ matches author voice. Newsletter boom continues; quality ghostwriting is $3k+/month.
NewsletterAI delivers at $49/month.

Category Set 7 · Verticals & Creator

Customer B2B newsletter authors (industry experts + thought-leaders + consultants writing
weekly/biweekly newsletters), agency content teams producing client newsletters

Monetisation $49/mo Solo · $129/mo Pro (with editorial review + voice-training) · $399/mo Agency
(multi-client + white-label)

Build effort Med

Plan version v1.0 — 2026-05

Executive Summary
NewsletterAI is an AI ghostwriting service for B2B newsletter authors. The structural opportunity: newsletter
publishing has become major B2B content channel (Substack + Beehiiv + Ghost growth + countless
company-owned newsletters). Quality weekly newsletter requires 4-12 hours per issue + most authors hate
the writing time. Professional ghostwriters cost $1,500-5,000/month; AI tools (ChatGPT + Claude) produce
generic output requiring substantial editing.

Product: AI ghostwriter trained on author's voice (via past-newsletter analysis + style-sample training);
researches per-issue topics + drafts complete newsletter + matches author's voice + tone + formatting.
Author reviews + edits + publishes.

Year-1 target: 2,800 paying subscribers generating ■3.4 crore annual revenue against ■58 lakh costs.
Cash-positive month 3-4.



NewsletterAI — Business Plan Page 2 of 5

Confidential business plan — for evaluation only

The Problem
B2B newsletter authors face a recurring time-cost problem. Quality newsletter (2,000-4,000 word weekly
issue) requires research + analysis + writing + editing — typically 4-12 hours per issue. Most authors are
experts with their day jobs + newsletter is side-work; they sustain it for 6-18 months + then abandon when
the time-cost overwhelms.

Existing options. Professional human ghostwriters: $1,500-5,000/month + quality variance. ChatGPT +
Claude: produce generic newsletter output requiring substantial editing (90% of the time-cost remains).
Niche AI newsletter tools (Twixie + similar): exist but quality variable + voice-matching weak.

Market gap: AI ghostwriting with voice-matching depth at sub-ghostwriter pricing.

The Solution
NewsletterAI's onboarding. Author provides 20+ past newsletter issues + brief voice description + topic
categories. AI analyses voice — sentence rhythm + vocabulary preferences + opinion-strength +
humour-style + format conventions.

Per-issue workflow. Author provides topic brief (or AI suggests topic from author's beat); AI researches topic
across web + paper sources + provides structured research brief; author approves research direction; AI
drafts complete newsletter in author's voice; author reviews + edits.

Voice-matching quality: AI's output is identifiably the author's voice (vs. generic LLM output that reads as
ChatGPT). This is the central differentiator.

Pro tier ($129/mo): adds human editorial review (NewsletterAI editor reviews AI draft + refines + provides
feedback to improve future AI output); voice-training deepening; research-source expansion.

Agency tier ($399/mo): multi-client workspace (up to 8 client newsletters) + white-label + team workspace.
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Market Opportunity
B2B newsletter author market globally: ~400k authors with serious newsletter operations. Willing-to-pay
segment: ~50-80k.

At blended $1,000/yr ARPU, SAM is $50-80M annually. Realistic 4-year capture: 1-3% = $500k-2.4M ARR.

Adjacent expansion. Year 2: corporate-newsletter tier (companies publishing internal newsletters). Year 3:
long-form content (blog post + whitepaper) ghostwriting.

Target Customer
Primary persona: a 39-year-old SaaS founder + thought-leader writing weekly newsletter (~6k subscribers,
growing). Spending 6 hours/week writing. Will pay $49/mo Solo to recover most of that time.

Secondary persona: a 47-year-old industry analyst writing biweekly newsletter for paid subscriber base
($25/mo subscription, 800 subscribers). Will pay $129/mo Pro tier for editorial-review quality.

Tertiary persona: a 41-year-old founder of B2B content-marketing agency producing 6 client newsletters. Will
pay $399/mo Agency tier.
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Product
Voice training: 20+ past newsletter ingestion + style analysis + ongoing voice-refinement.

Per-issue research: AI-driven research with author-approved direction.

Drafting: complete newsletter draft in author's voice.

In-app editor: author review + refinement.

Pro tier additions: human editorial review + voice-training deepening.

Agency tier additions: multi-client workspace + white-label + team collaboration.

Technical Architecture
Frontend: Next.js + Tailwind.

Backend: Python on Hetzner cloud, Postgres.

AI: GPT-4o + Claude Sonnet with per-author fine-tuning prompts (full fine-tuning available for Pro+ tiers).

Research: web search + arxiv + GPT-4o research-summarisation.

Editor + integrations: native Substack + Beehiiv + Ghost API integrations.

Payments: Stripe + Razorpay.
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Business Model & Unit Economics
Three tiers. Solo $49/mo. Pro $129/mo (editorial review + voice-training deepening). Agency $399/mo
(multi-client + white-label).

Conversion: 14-day trial converts at 20%. Distribution: 60% Solo, 30% Pro, 10% Agency.

Gross margin: 70%. Costs: AI inference + editorial review labour at Pro tier.

LTV: $588 × 18 mo = $1,058 (Solo); $1,548 × 22 mo = $3,406 (Pro); $4,788 × 30 mo = $14,364 (Agency).

Unit Economics (Year-1 base case)

Year-1 paying subscribers 2,800

Blended ARPU $144/mo

Year-1 revenue $410,000 (~■3.4 crore)

Gross margin 70%

CAC $90

Year-1 all-in costs ~■58 lakh

Year-1 net contribution ~■2 crore

Go-to-Market
Channel 1 — Newsletter-author community (40%): Substack writer community + Beehiiv community +
newsletter creator forums.

Channel 2 — Content marketing (30%): substantive content on newsletter craft + ghostwriting economics.

Channel 3 — Newsletter-platform partnerships (20%): partnerships with Substack + Beehiiv + Ghost.

Channel 4 — B2B content-agency outreach (10%): direct outreach to mid-size content agencies for Agency
tier.

Roadmap (first 12 months)

• Month 1-3: MVP with voice training + drafting + Solo tier. 200 subscribers.

• Month 4-5: Pro tier with editorial review (editor team of 3), 700 subscribers.

• Month 6-8: Newsletter-platform integrations (Substack + Beehiiv) + Agency tier, 1,600 subscribers, ■18
lakh MRR.

• Month 9-10: Voice-training deepening + research-source expansion, 2,300 subscribers.

• Month 11-12: 2,800 subscribers, ■3.4 crore annualised.

Key Risks

• Voice-match quality variance: AI-generated newsletter that doesn't sound like author damages
relationship. Mitigated by Pro-tier editorial review + voice-training depth.

• ChatGPT + Claude improving on voice-matching natively — possible. Mitigated by integrated workflow +
research + editor pass that chat-interface doesn't provide.

• Ethics of AI-written content: subscriber-newsletter readers may object to AI-written content. Mitigated by
author-controlled disclosure + author-as-editor framing.
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• Editor scaling at Pro tier: requires editor roster expansion. Mitigated by structured templates +
remote-editor contractor network.

• Newsletter market saturation: too many newsletters chasing too few readers. Mitigated by quality
positioning + premium-author focus.


