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From Research Space to Revenue Centre 

Institution-first growth strategy  |  Revenue model & 18-month roadmap 

The central thesis 

Build institutional trust before optimising for fast revenue. Credibility and proof can unlock multiple paths—
B2B, cross-border engagements, residency, and licensing—but the sequence matters. The organisation should 
earn trust once and let that trust travel. 

The intent 

The organisation was not built in Bangalore or Mumbai. It was built deliberately in a Tier-2 city. That choice is more 
than a location decision: it reflects the belief that AI rooted in Indian culture is stronger when built close to the 
contexts it draws from, where knowledge is actively lived, experienced, and interpreted alongside research. 

The revenue approach follows the same logic. Rather than optimising for the fastest path to income, the priority is to 
build through institutional trust first. This may be slower at the start, but the value can compound. Institutional 
relationships are the starting point that can unlock B2B work, individual programmes, residency, and licensing. 

Before deciding how to generate revenue, the focus is on what the organisation already has that can realistically be 
leveraged. Two assets stand out: credibility and proof. 

The assets to leverage 

Cross-border positioning 

As an Indian-founded startup operating across two ecosystems, the organisation has the potential to create dual 
credibility: Indian institutions see global rigour, while European institutions see authentic cultural access. This 
works in both directions and is genuinely rare. 

Working prototypes 

Three working prototypes demonstrate that the organisation can build, not just describe ideas. In institutional 
conversations, they answer the first question before it is asked: has the organisation actually done this before? One 
prototype goes further: it is not only an output but a framework, positioning the organisation as methodologically 
reliable, not merely creatively interesting. That distinction matters when working with institutions around language, 
archives, and cultural knowledge. 

The strategic logic: sequence, don’t scatter 

This is a sequencing problem, not a parallel-streams problem. The revenue model moves through three layers, each 
creating the conditions for the next. 

Layer 1 — Institutions 

The hardest entry point, but the most important one. Securing 3–4 institutional partnerships in the first six months 
would create a trust base that makes every subsequent path easier. The focus at this stage is compounding 
credibility, not maximising early revenue. 
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Layer 2 — The cross-border corridor 

Once initial credibility is established, cross-border positioning becomes a working market. European institutions 
with India-related work may have both the budget and the need for culturally grounded AI, but limited execution 
capability on the ground. The organisation can operate in that gap. Higher-paying international engagements can 
cross-subsidise Indian mission work. 

Layer 3 — Residency 

Residency follows; it does not lead. If the earlier layers work, residency can become a signal of quality, a pipeline of 
talent, and a mechanism for long-term institutional memory. The sequence is the strategy. 

The offer to institutions 

India has hundreds of culturally rich institutions—Sanskrit bodies, dharmic trusts, regional museums, heritage 
communities, and language academies. Many hold extraordinary knowledge that risks fading or being digitised 
poorly by people who do not understand its context. 

The value proposition is precise: help institutions grow with AI without losing what makes them valuable. The people 
doing the work understand the culture; the methodology is built for accuracy, not automation; and the outputs 
belong to the institution. 

An engagement could combine an AI capability assessment, workshop delivery, and a tangible output, such as: 

• A searchable digital archive 
• A multilingual knowledge repository 
• An annotated dataset 
• An AI-powered discovery interface 

Target institutions for the first six months 

• Sanskrit and classical-studies institutions. 
• State and regional museums, particularly in the home state, where proximity matters. 
• Heritage and craft bodies, including national craft councils and regional handloom and textile trusts. 
• Overseas cultural-institution chapters across India and within the cross-border corridor, where relationships are 

already warm. 
• A national arts centre: government-adjacent, but not subject to the same pace as government processes. 

The point of contact should be someone with both financial influence and the ability to mobilise people—typically a 
Vice Chancellor, senior Director, or Secretary-level official. Initial engagements should be priced to make it easy to 
say yes, not to maximise margin. 

The 18-month roadmap 

The three overlapping phases each have a primary job—proof, scale, or compounding—and each builds the 
conditions for the next. 

Phase 1 (Months 1–6): Build the proof 

The goal is not to maximise income. It is to establish 2–3 institutional relationships and produce at least one 
concrete result that can become the case study used in future conversations. 
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Track 1 — Accessible institutions 

Identify 5–6 institutions likely to say yes quickly—not necessarily the most prestigious, but the most reachable. 
These could be regional museums, smaller Sanskrit bodies, or heritage NGOs where proximity or existing networks 
lower the barrier. Price workshops and discovery projects low enough to reduce procurement friction, but high 
enough to cover costs. The objective is the first yes and a documented output. 

Track 2 — Anchor institutions 

At the same time, begin approaching 2–3 high-signal institutions whose names carry weight in future conversations, 
such as a national arts centre, a national Sanskrit body, or a nationally recognised museum. These will take longer 
and require more groundwork, but one anchor relationship could change the nature of every pitch that follows. Do 
not wait for Track 1 to close before starting Track 2; run both in parallel and calibrate effort accordingly. 

Across both tracks, the prototype is the credibility artefact in every room. Each engagement should produce a 
tangible output: a prototype, published dataset, documented methodology, or exhibitable installation. 

Phase 2 (Months 6–12): Activate the corridor 

By month 6, the organisation should have institutional case studies. The cross-border bridge then becomes more 
actionable. Overseas cultural institutions, universities, museums, and foundations may pay for access to India’s 
culturally grounded AI expertise, particularly where local execution capability is limited. European revenue can 
support Indian institutional work. 

European engagements would be priced at market rates, typically higher than Indian institutional pricing, improving 
margins during this phase. Alongside this, the residency launches formally with a mixed model: some fellows pay a 
participation fee, some are sponsored by Phase 1 partners, and some earn through the research they produce inside 
the organisation. Each fellow’s output compounds the portfolio. B2B conversations with cultural startups, heritage-
tourism companies, and language-technology firms can begin using institutional credibility as the reference point. 

Phase 3 (Months 12–18): Compound into recurring revenue 

By this stage, the organisation should have case studies, a working residency, and validated European demand. The 
focus shifts from building credibility to converting it into recurring and higher-margin income. 

Institutional partnerships deepen into repeat engagements or retainer structures. The framework and research 
outputs move towards licensing. Residency becomes not only a programme but also a quality signal and talent 
pipeline that feeds back into the organisation’s work. 

Government and large public institutions enter here—not as the starting point, but as an extension of validated work. 
Conversations are anchored in evidence: case studies, working prototypes, and institutional partnerships. 
Opportunities could include workshop series embedded within institutions, participation in national cultural or 
language initiatives, or co-development of datasets and archives. These should be approached selectively given 
longer timelines, while recognising their potential for scale and legitimacy. 

By month 18, the organisation should aim for a mix of recurring institutional revenue, higher-value international 
engagements, and early licensing income—enough to move towards profitability while staying aligned with its core 
identity. 

Over time, prototypes can move beyond credibility assets into revenue-linked offerings through institutional 
deployments, partnerships, or adapted solutions within specific domains. 

How I would approach this 

Not with selling. 
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The first move is to tighten how the organisation uses what it already has. The three prototypes are strong, well-
articulated work. Each should be used in institutional conversations to show what has been built and what it 
enables, rather than starting from abstraction. 

1. Shortlist both tracks: identify 5–6 accessible institutions (reachable, fast) and 2–3 anchor institutions (slower, 
high-signal). Begin conversations in parallel. 

2. Enter small: use workshops, pilot projects, and flexible arrangements where budgets are uncertain. The goal is 
to get inside the door. 

3. Close 2–3 wins carefully. These are not just revenue; they are case studies that make every subsequent 
conversation shorter. Document them thoroughly and let them travel. 

Once the first institutional relationship is in place, the dynamic changes. 

Risks and constraints 

Slow institutional decision cycles 

Procurement processes, committee approvals, and budget cycles can push a yes from month 2 to month 5. The 
mitigation is not simply to run more conversations in parallel; it is to run Track 1 and Track 2 simultaneously so that, 
if anchor institutions stall, accessible ones keep moving. Some deals will fall through. That is expected friction in this 
market, not necessarily a failure of the plan. 

Identity spread 

The organisation could try to be an institutional partner, B2B provider, residency, product studio, and government 
partner all at once, too early. The sequencing exists to prevent that. Each phase has one primary job; risk rises if 
phases are compressed or run simultaneously before the earlier layer is stable. 

Building versus exploring 

Managing multiple directions early requires discipline about what is being built versus what is being explored. One 
useful lens: the organisation is a place from which valuable outputs emerge, not a product to be sold. That keeps the 
focus on what is being built—datasets, research, and programmes—rather than on what is being pitched. 

Other monetisation paths considered 

The institution-first approach remains the primary path, but three alternatives can become relevant as the model 
matures. 

B2B partnerships 

Working directly with cultural startups, heritage-tourism platforms, or language-technology firms could generate 
faster revenue. The trade-off is that each client relationship requires trust-building from scratch, without the 
launchpad of institutional credibility. This becomes more viable from Phase 2 onward, once a reference base exists.  

Individual programmes 

Workshops, online courses, and community-access formats are scalable and align with the organisation’s 
education-adjacent identity. The risk is premature dilution: launching individual programmes before institutional 
positioning is established could blur the organisation’s identity. They are better sequenced as a Phase 3 addition, 
after institutional and residency tracks are running. 
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Product-led monetisation 

Datasets, tools, and frameworks carry real licensing potential and may offer the highest margins in the long run, but 
reliable monetisation takes time. The 12–18 month window is better used to build the IP than to monetise it. 
Licensing conversations belong in Phase 3. 

Closing principle 

These paths are not discarded; they are sequenced. The institution-first approach creates the foundation that 
makes B2B partnerships, individual programmes, and product-led monetisation more viable—and potentially 
more valuable—than if they were pursued independently from the start. 
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