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CodeCoach

Async senior-engineer code reviews of your real projects + Al mentor follow-up.
Bootcamps end abruptly + bootcamp grads + self-taught devs face the post-graduation
void. CodeCoach fills it at $39/month.

Category Set 7 - Verticals & Creator

Customer Self-taught developers + bootcamp graduates + tier-2 college engineers in 0-3 years
experience range looking to level up + land first or better dev job

Monetisation $39/mo Standard - $79/mo Pro (with weekly 30-min live mentor session) - $499 program-tier
(12-week structured)

Build effort Med

Plan version v1.0 — 2026-05

Executive Summary

CodeCoach serves the meaningful but underserved segment of early-career developers (self-taught +
bootcamp grads + tier-2 college engineers in 0-3 years experience) navigating the transition from 'learned to
code' to 'employed productive engineer'. Bootcamps end abruptly + post-bootcamp support is minimal +
self-taught devs lack senior-engineer feedback loops + tier-2 college engineering education often produces
graduates without industry-relevant practice. Result: many promising developers stall at junior-level despite
capability + experience persistent imposter syndrome.

Product: async senior-engineer code reviews on developer's real projects (their portfolio code + side projects
+ take-home interview submissions) with structured feedback + Al mentor for ongoing daily questions +
project guidance + career conversations. Plus structured learning paths for specific career goals.

Year-1 target: 2,500 paying subscribers generating m3.8 crore annual revenue against m85 lakh costs.
Cash-positive month 4. Wedge against generic coding bootcamps (extension after they end) + against
generic mentorship platforms (developer-specific + async + scalable).
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The Problem

Early-career developer pipeline has weak post-foundational support. Self-taught developers complete free +
paid tutorials + build projects + then hit a wall — their code 'works' but has issues senior engineers would
flag, they don't know what they don't know, and they can't find senior engineers to give substantive feedback.
Bootcamp graduates exit a 12-16 week intensive into the job market often without job + without continued
mentorship. Tier-2 college engineers graduate without industry-relevant practice + need 6-12 months of
self-directed upskilling for competitive employment.

Available options. (1) Senior-engineer mentor (informal or paid via Topmate/MentorCruise at $50-200/hour):
expensive + scheduling friction + sporadic. (2) GitHub Copilot + Claude Code as ‘Al mentor": good for
code-generation but not for review + career guidance. (3) Stack Overflow + community help: variable quality
+ not structured to specific developer's growth. (4) Code review tools (SonarQube + CodeRabbit) are
automated + lack senior judgment.

Market gap: structured + async + scalable senior-engineer code review + Al mentor at consumer-developer
subscription pricing.

The Solution

CodeCoach's core. Async senior-engineer code reviews: developer submits real project (GitHub repo + brief
context + specific questions); within 72 hours, senior engineer reviews + provides structured written
feedback covering code quality + architecture + best practices + specific improvement suggestions +
how-this-would-be-reviewed-at-a-real-company perspective.

Al mentor (always available): GPT-4 + Claude trained on senior-engineer review patterns + career guidance.
Developer asks daily questions (technical + career + project-direction); Al provides substantive responses
with knowledge of developer's previous projects + skill level + goals.

Structured learning paths: per-career-goal paths (land first dev job + transition to senior + transition to
specific specialty like ML or DevOps + freelance-readiness). Each path is sequenced learning resources +
skill milestones + portfolio projects + checkpoint reviews.

Project archive + portfolio: structured portfolio building (each completed project with review feedback +
improvements) becomes job-application-ready evidence of growth.

Pro tier ($79/mo) adds: weekly 30-min live mentor session with named senior engineer (significant escalation
for users who want human-conversation depth alongside async).

Program tier ($499 one-time, 12-week structured): cohort program for users in active job-hunt with daily
structure + 6 mentor sessions + capstone-project + job-search support.

Three structural differences from existing options. First, async + scalable senior reviews (vs. expensive
synchronous mentorship). Second, Al + human hybrid (Al for daily; human for substantive review). Third,
developer-specific + career-progression-oriented.
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Market Opportunity

Global early-career developer market: ~12M self-taught + bootcamp + early-career devs in 0-3 years
experience range. Indian sub-segment especially relevant (tier-2 college engineering graduate volume is
huge).

Willing-to-pay segment: ~600k-1M devs would pay $39-79/mo for structured mentorship.

At blended ARPU of $720/yr, SAM is $430-720M annually. Realistic 4-year capture: 0.2-0.5% = $850k-3.6M
ARR.

Adjacent expansion. Year 2: senior-dev-to-staff-engineer tier (different cohort with different needs).
Specific-specialty tiers (ML engineering + security engineering + DevOps). Year 3: enterprise tier
(companies offering CodeCoach as L&D; benefit).

Target Customer

Primary persona: a 24-year-old self-taught developer in Hyderabad who completed CS50 + The Odin Project
+ Net Ninja tutorials + has 6 portfolio projects but cannot land first dev job. Will pay $39/mo Standard.

Secondary persona: a 27-year-old bootcamp grad in Bengaluru, 8 months post-bootcamp, working at junior
PHP-developer role, wants to transition to senior + modern stack. Will pay $79/mo Pro tier for live mentor
sessions.

Tertiary persona: a 22-year-old tier-3 college CS graduate doing 6-month self-directed prep for
product-company placement. Will pay $499 Program tier for 12-week intensive.
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Product

Async code review: GitHub repo + context submission; senior engineer review + written feedback within 72
hours.

Al mentor: always-available GPT-4 + Claude trained on senior-engineer patterns + per-user context
awareness.

Structured learning paths: career-goal-aligned sequenced curriculum.
Project archive + portfolio: structured portfolio with review-progression as job-evidence.
Pro tier additions: weekly 30-min live mentor session.

Program tier: 12-week cohort intensive with structured deliverables + job-search support.

Technical Architecture

Frontend: Next.js + Tailwind.
Backend: Python on Hetzner cloud, Postgres.
Al mentor: GPT-40 + Claude Sonnet (~$3/user/mo at average usage).

Code review workflow: dedicated reviewer-facing platform for senior engineers + structured review templates
+ payout management.

Senior engineer roster: 40-80 contracted senior engineers (8+ years experience) paid $40-80 per review.

Payments: Stripe + Razorpay.
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Business Model & Unit Economics

Three tiers. Standard $39/mo (4 reviews/month + Al mentor unlimited + learning paths). Pro $79/mo
(Standard + weekly 30-min live mentor). Program $499 one-time (12-week structured with intensive + 6
mentor sessions + job-search support).

Conversion: 14-day trial converts at 22%. Distribution: 65% Standard, 25% Pro, 10% Program. Monthly
churn under 5%.

Gross margin: Standard 65% (reviewer cost dominant); Pro 50% (review + live session cost); Program 45%
(intensive labour). Blended ~58%.

LTV: $468 x 14 mo = $655 (Standard); $948 x 18 mo = $1,706 (Pro); Program $499 one-time + ~25%
convert to subscription.

Unit Economics (Year-1 base case)

Year-1 paying subscribers 2,500

Blended ARPU $830/yr

Year-1 revenue $460,000 (~m 3.8 crore)
Gross margin 58%

CAC $95

Payback 2.4 months

Year-1 all-in costs ~m 85 lakh

Year-1 net contribution ~m1.4 crore

Go-to-Market

Channel 1 — Developer-community organic (40%): r/learnprogramming + r/cscareerquestions +
r/cscareerquestionsindia + DEV.to + Hashnode + Twitter dev-community.

Channel 2 — Content + SEO (30%): substantive content on code-review craft + early-career-dev-growth +
portfolio-building + job-search.

Channel 3 — Bootcamp + college partnerships (20%): partnerships with bootcamps for post-graduation
hand-off + colleges for placement-prep adjacency.

Channel 4 — Paid acquisition (10%).

Roadmap (first 12 months)

e Month 1-3: MVP with async review + Al mentor + Standard tier + initial reviewer roster of 20. 200
subscribers.

¢ Month 4-5: Pro tier with live mentor + learning paths, reviewer roster to 40, 700 subscribers, m18 lakh
MRR.

¢ Month 6-8: Program tier (12-week intensive), reviewer roster to 60, 1,400 subscribers, m 34 lakh MRR.

¢ Month 9-10: Specialty tracks (ML + DevOps + security) + portfolio-progression dashboard, 2,100
subscribers.

¢ Month 11-12: 2,500 subscribers, m 3.8 crore annualised.

Key Risks
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Reviewer quality variance: senior-engineer-contractor review quality varies. Mitigated by structured
templates + review-of-review QA + subscriber feedback signals.

Reviewer recruitment + retention: scaling reviewer roster requires senior-engineer supply. Mitigated by
competitive per-review payouts + flexible workload + part-time-friendly structure.

ChatGPT / Claude commodifying code review — possible. Mitigated by human-review quality +
career-conversation depth + career-progression structured guidance.

Bootcamp landscape changes: bootcamps consolidating or pivoting affects CodeCoach's post-bootcamp
partnership channel. Mitigated by multi-channel acquisition + direct-developer focus.

Slow trial-to-paid: developer-tool trial conversion is typically slow because users need to see review depth
value. Mitigated by extended trial + sample-review demonstration.
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