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How to Use This Template 
This is a venture design blueprint, not a generic business plan template you fill in the blanks 
of. Most templates ask for revenue projections and marketing plans before you’ve answered 
basic questions like “who actually pays for placement?” or “why would an employer trust 
your graduate?” That sequence is backwards. 

Use this document to make early-stage design decisions: Which trade? Which city? Which 
batch size? Which funding source? It will help you avoid predictable failure modes—the kind 
that emerge when founders build infrastructure before demand, or train skills nobody will pay 
for. Each section includes ground realities (what actually happens on the ground), decision 
frameworks (how to choose between options), and practical benchmarks (what good looks 
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www.prganapathy.com/svb. We welcome feedback! Email svb@prganapathy.com with suggestions 
for improvement. 

 



 

like in numbers). Adapt everything to your context. Do not copy blindly. A template for a 
plumbing school in Pune will not work for an automotive repair program in rural Bihar unless 
you re-examine every assumption. 

1.​ Problem Reality 
India does not have a pure “skills shortage.” If you listen to policy speeches, you will hear 
about a demographic dividend and millions of unfilled vacancies. That is misleading. What 
India actually has is a job-readiness and matching problem. There are employers who need 
workers, and there are young people who need jobs, but the two do not find each other 
efficiently because the middle—credible, trust-based skill verification—is broken. 

Here are the structural truths you must accept before writing a single line of your business 
plan. First, informal hiring dominates over 80% of blue-collar jobs. In that sector, nobody 
checks certificates. The employer asks “Who have you worked with before?” or calls a 
known contractor. Second, trust > certification. A recommendation from a current worker 
matters infinitely more than an NSDC (National Skill Development Corporation) certificate. 
Third, income immediacy > long-term skilling. A three-month course that delays earning by 
three months is a real cost to a trainee who needs to send money home today. 

The core Design Implication, and the one that separates successful ventures from failed 
ones, is this: Training without placement credibility has little value. You can build a beautiful 
classroom. You can issue beautiful certificates. If employers do not actively seek your 
graduates, you have built a hobby, not a business. 

Certification plays a more critical role than many early-stage ventures assume—particularly if 
you aim to access the organized sector. Large employers, factories, and formal service 
providers typically require an ITI diploma or equivalent government-recognized certification; 
short-term training credentials are often viewed as inadequate, regardless of actual skill 
levels. This makes placement into the organized sector difficult for independent training 
providers running non-recognized courses. At the same time, trainees themselves 
increasingly value certification—not just as proof of learning, but as a signal of legitimacy 
and a gateway to better opportunities. The earlier narrative that “skills matter, certification 
doesn’t” is therefore incomplete. In practice, skills drive on-the-job performance, but 
certification determines access. Ignoring either significantly weakens the model. 

2.​ Customer Archetypes 

Role Motivation 

Trainee Quick income, job security, dignity of work 

Payer Measurable outputs (jobs placed, not people trained) 

Employer Reliable workers who show up and stay 



 

The trainee’s primary motivation is not “learning a skill.” It is securing a livelihood that is 
financially viable and socially acceptable. Income matters—but so does how that work is 
perceived by others. Many vocational trades continue to carry a stigma, often seen as jobs 
for the “less educated” or “poor,” and therefore not aspirational even when wages are 
comparable. This means a trainee is constantly weighing trade-offs between earnings, job 
stability, and social status. If you design a course that leads to a job that pays but is not 
perceived as respectable—or takes too long to generate income—the trainee may drop out 
or never enroll. Keep this front and center. 

The payer—whether CSR (corporate social responsibility) department, government scheme, 
or a family member paying fees—wants measurable outputs. CSR wants placement 
numbers for their annual report. Government wants “trained and certified” numbers to 
release the next tranche of funding. Notice the misalignment already: government pays for 
training, trainee wants a job, employer wants reliability. Your job is to align these three. 

The employer landscape is highly fragmented—and difficult to access. Most blue-collar 
employers are small contractors or subcontractors operating through tight, trust-based 
networks. An electrical contractor with 10 workers or a plumbing firm with 15 does not have 
an HR function; hiring happens through referrals, word of mouth, and known intermediaries. 
It is not as simple as approaching them with “20 trained electricians”—unknown candidates 
from an external training provider carry little credibility. Breaking into these networks takes 
time and consistent trust-building, and even then, wage levels are often modest. Their core 
requirement is straightforward: a worker who shows up reliably, follows instructions, does not 
create problems, and stays beyond a few months. Certification matters—but in this segment, 
a recommendation from someone they trust matters more. 

Certification is necessary but not sufficient—it opens doors, but does not guarantee 
employability. 

Misalignment between these three drives most failures. If you optimize for government 
reporting (high enrollment, high certification), you will neglect employer relationships. If you 
optimize for employer convenience, you might struggle to fund operations. If you optimize for 
trainee income, you might cut corners on skill depth. The successful venture holds all three 
in tension. 

3.​ Go-to-Market Reality 

Trainees 

Mobilization—finding and enrolling trainees—is one of the most underestimated costs in this 
sector. Realistic mobilization cost ranges from ₹2,000 to ₹8,000 per trainee. This includes 
field staff salaries, transport for awareness campaigns, local influencer payments (panchayat 
leaders, shopkeepers), and follow-up calls. You cannot simply put up a poster and wait. 
Dropout rates during training are 20–50% even in well-run programs. People leave because 
they get a daily wage labor offer, because a family member falls ill, or because they decide 
after two weeks that “this is not for me.” Your economics must absorb this. 



 

Entire trainee decision hinges on wage comparison. Competing options (delivery, driving) 
are wage benchmarks. For example: 

Role Typical Monthly Earnings 

Entry-level electrician ₹10k–₹15k 

Delivery worker ₹15k–₹25k 

Driver ₹12k–₹20k 

Skill training must beat or match immediate alternatives, not theoretical long-term gains. 

Mobilization efficiency toolkit: 

Finding trainees is expensive (₹2k–₹8k/person). If 50% drop out, your costs double. 

1.​ The Skin-in-the-Game Fee: Never make it 100% free. Charge a "Commitment Fee" 
of ₹500–₹1,000. Refund it only upon 3 months of job retention. This filters out people 
who aren't serious. 

2.​ The "Vikas Mitra" Network: Instead of expensive ads, pay a small commission to 
local influencers (ASHA workers, kirana store owners, or previous graduates) for 
every student who completes the course. 

3.​ The 7-Day "Trial" Period: Allow trainees to attend the first week without commitment. 
Use this week to show them the paycheck reality. If they stay for day 8, they are 80% 
more likely to finish. 

4.​ Migration Support Bundles: If training requires moving, don't just give a job. Provide a 
"Migration Kit": a list of vetted shared hostels, a one-month bus pass, and a peer 
group of 3 other graduates moving to the same city. 

Employers 

Employers in blue-collar trades are highly fragmented. There is no single database of 
plumbers in Delhi or mechanics in Pune. Each employer is a relationship you build one at a 
time—by visiting workshops, talking to foremen, and proving over multiple placements that 
your graduates are reliable. This is slow, unglamorous work. But here is the key insight: 
Employer aggregation is the real moat. Anyone can rent a classroom and run a training 
program. Very few can walk into a workshop and say, “I have twenty trained electricians 
available next week, and I will replace any who don’t work out within fifteen days.” That 
credibility takes years to build. It is defensible. Classroom infrastructure is not. 

In practice, “placement-first” does not mean immediate scale—it means starting small, 
building deep employer trust with a few partners, and expanding gradually, rather than 
training at scale without placement depth. 



 

4.​ Delivery Model Options and Execution 
Challenges 

Model Advantages Disadvantages 

Classroom Scalable, low per-trainee 
cost 

Weak outcomes, low 
employer trust 

Apprenticeship Strong outcomes, high 
employer trust 

Hard to scale, high 
coordination cost 

Hub-and-spoke Balanced (central class + 
field work) 

Complex operations 

Digital Low cost, wide reach Limited for trades (need 
hands-on) 

Classroom-only models produce weak outcomes because a trade like plumbing or fitting 
cannot be learned by watching. You need to hold a pipe wrench, feel the torque, make 
mistakes, and get corrected. Purely classroom-trained graduates arrive on site and look lost. 
Employers notice immediately. 

Apprenticeship models produce the strongest outcomes because the trainee learns on the 
job under a senior worker. But they are hard to scale: each employer can take only 2–3 
apprentices at a time, and employers vary wildly in how well they train. Some are excellent. 
Some treat apprentices as cheap labor and teach nothing. 

Hub-and-spoke is often the practical middle ground: a central classroom for foundational 
theory and basic hands-on practice (the hub), followed by placement in employer workshops 
for supervised on-the-job training (the spokes). This works well but is operationally complex. 
You need to manage both classroom delivery and employer relationships simultaneously. 
Most failures here come from neglecting one side. 

5.​ Key Design Decisions 

1. ​ Pre-launch de-risking: Cracking the "Placement-First" 
Model 

The biggest mistake is training people and then looking for jobs. You must reverse this. 

1.​ The "Shadow" Phase: Before hiring a trainer or renting a room, spend 4 weeks as a 
"unpaid recruiter." Offer to find workers for 10 local employers for free. 

2.​ Audit the Failure: Ask employers, "What did the last person I sent you do wrong?" 
Their answers (e.g., "didn't know how to use a specific Bosch drill" or "was rude to 
the homeowner") become your core curriculum. 



 

3.​ The Replacement Guarantee: Offer a "15-day no-questions-asked replacement." If 
your graduate quits or fails, you provide a new one immediately. This is the only way 
to break into trust-based informal networks. 

4.​ Signed LOIs: Aim for "Letters of Intent" from employers that specify: "We will 
interview 20 graduates from Batch 1, provided they can perform (Task X, Y, and Z)." 

2. ​ Which Skills to Train For 

Use this decision tree: 

1.​ Is there repeat employer demand? Ask five employers in your target city: “How many 
electricians will you hire in the next six months?” If the answer is “maybe one,” move 
on. If they say “I’m always looking for good ones,” proceed. 

2.​ Are wages sufficient? Minimum ₹12,000–₹20,000 per month starting wage. Below 
this, your trainee will leave within weeks for a higher-paying alternative, or worse, will 
not enroll because the math doesn’t work. 

3.​ Is the skill teachable in ≤3–6 months? Some trades require years. Masonry, for 
example, takes years of practice to develop speed and quality. Plumbing basics can 
be taught in 8–10 weeks. Electrician specialization (residential wiring, not industrial) 
can be taught in 12 weeks. 

Focus on: 

●​ Electricians (specialized in residential or commercial wiring—not industrial, which 
takes longer) 

●​ Plumbing (urban demand clusters—new housing, renovation, property management) 
●​ Automotive repair (organized workshops—Maruti, Hyundai, Tata service centers 

have predictable hiring) 

Avoid trades where the employer base is too small (e.g., specialized machine operators) or 
where wages are too low (e.g., general helper). 

3.​ Location Strategy 

Migration is a central—but often underestimated—factor in both completion and placement 
outcomes. Many viable job opportunities in trades are located in urban centers, while a large 
share of trainees are sourced from rural or semi-urban areas. This creates a dependency on 
migration that is not always aligned with trainee preferences. Increasingly, rural youth are 
willing to migrate—but often prefer jobs like driving or delivery (e.g., platform-based gig 
work) that offer immediate income, flexibility, and perceived urban mobility, even if they do 
not build long-term skills. In comparison, trades like plumbing or electrical work may require 
longer training, delayed earnings, and carry lower social appeal. As a result, even when 
trainees complete training and accept initial placements, retention can be weak if migration 
expectations are not met or supported. Any location strategy must therefore explicitly 
account for willingness to migrate, competing urban job options, and post-placement 
support, rather than assuming that placement will naturally follow training.  



 

Decision tree: 

1.​ Are you training near demand centers? Training in a rural area and expecting 
graduates to migrate to a city for work is risky. Some will. Most won’t. Family ties, 
housing costs, and fear of the unknown keep people local. If you train in a rural area, 
you need local employers or a credible migration support system (shared 
accommodation, first-month advance, peer group). 

2.​ Is trainee mobility high? Ask: Has this trainee ever worked outside their district? If no, 
assume low mobility. 

Trade-off: 

●​ Rural training = easier mobilization (less competition for attention, lower cost to reach 
people) but harder placement (fewer local employers). 

●​ Urban training = harder mobilization (more distractions, higher costs) but easier 
placement (more employers). 

Most successful ventures start urban, prove placement, then expand to rural feeder areas 
with a clear migration pathway. 

4.​ Batch Size & Duration 

Benchmarks: 

Ideal batch size: 20–30 trainees. Smaller than 20 and per-trainee fixed costs become too 
high. Larger than 30 and individual attention drops, dropout risk increases, and your 
placement officer cannot find 30 jobs simultaneously. 

Duration: 

●​ 1–3 months → high completion (trainees can see the finish line) 
●​ 6+ months → high dropout (life happens, immediate income needs intervene, 

motivation fades) 

If a trade truly requires six months, consider breaking it into modules: a 2-month foundation 
course that leads to an internship or earning opportunity, followed by advanced modules 
later. 

5.​ Trainer Profile 

Benchmark: ≥3–5 years field experience preferred—but this is harder to achieve than it 
sounds. The trainer market is structurally constrained. ITI-trained instructors typically bring 
strong theoretical knowledge but limited recent field exposure, while industry practitioners 
bring deep hands-on skills but often lack the ability to teach systematically or explain 
underlying concepts. In practice, most ventures end up compromising—hiring trainers who 
are strong on one dimension but weak on the other. 

A trainer who has never worked in the field will default to theory and miss the small but 
critical realities—how to fish a wire through a crowded conduit, how to deal with a site 



 

supervisor, how to handle a customer who changes requirements mid-job. But a pure 
practitioner, without structure, may struggle to build foundational understanding or train 
consistently across batches. 

The most effective models acknowledge this constraint and design around it: pairing a 
theory-oriented instructor with a practitioner, running structured train-the-trainer programs, or 
bringing in working tradespeople for regular practical sessions. Even limited exposure to real 
practitioners can significantly shift how trainees understand the work. 

Trainer quality is not just a hiring issue—it is a structural constraint. Plan for trade-offs 
upfront rather than assuming you will find “ideal” candidates. 

6. ​ Curriculum Design and Industry Alignment 

What fails: 

●​ Static curriculum that was written once and never updated 
●​ Theory-heavy training (70% classroom, 30% hands-on) 
●​ Training that teaches “everything about plumbing” rather than “what a plumber 

actually does on a residential site in this city” 

What works: 

●​ Employer co-design – Sit with 5–10 employers and ask: “What are the top ten tasks a 
new hire fails at?” Build your curriculum to address those specific failures. 

●​ Modular courses – Break into 2–4 week modules. Trainees can complete one 
module, earn a credential, and return later. Faster completion, flexible entry. 

●​ Practical focus – ≥60–70% hands-on. The workshop should feel like a worksite, not a 
classroom. 

●​ Feedback loops – Every placement generates feedback from the employer. That 
feedback updates the curriculum monthly. If three employers say “trainees don’t know 
how to read a measuring tape correctly,” you add a measuring tape drill. 

Sector Skill Councils (SSCs) play an important role in standardizing curriculum and defining 
occupational standards across trades. Set up under national skilling initiatives, they work 
with industry representatives to develop Qualification Packs (QPs) and National 
Occupational Standards (NOS) that outline the skills, knowledge, and competencies required 
for specific job roles. For training providers, SSC frameworks offer a structured starting 
point—especially for aligning with certification pathways and meeting government or funder 
requirements. However, these curricula are often broad and may lag current industry 
practices, particularly in fast-evolving or highly informal sectors. As a result, effective 
ventures treat SSC standards as a baseline, and layer on employer-specific inputs and 
practical adaptations to ensure real job readiness. 

Curriculum should optimize for job performance, not knowledge. A trainee does not need to 
know the history of electrical systems. They need to wire a switch correctly, safely, and 
quickly. 



 

7.​ Continued Engagement with Graduates 

Sustained engagement with graduates is a critical—but often neglected—part of the model. 
Placement is not the end of the journey; it is the beginning of a longer pathway toward 
income stability and career progression. Graduates often enter jobs with limited skills, low 
wages, and high risk of attrition. Without continued support, many drift out of the trade within 
months. Effective ventures build systems to stay connected with alumni—through periodic 
check-ins, WhatsApp groups, or field visits—and use this channel to offer upskilling 
modules, advanced certifications, and access to better job opportunities over time. This not 
only improves retention and long-term outcomes for trainees but also strengthens employer 
trust, as the venture becomes a reliable source of progressively better-skilled workers. Over 
time, a strong alumni network can become a powerful asset—for referrals, mentorship, and 
even peer-led job placement—turning what is typically a one-time intervention into a 
sustained ecosystem. 
 
Over time, alumni networks can reduce mobilization costs, improve placement credibility, 
and create a self-reinforcing talent pipeline. 

6.​ Unit Economics 

Costs (per trainee) 

Component Range (₹) 

Mobilization 2,000–8,000 

Training delivery 10,000–25,000 

Infrastructure allocation 5,000–15,000 

Placement support 2,000–5,000 

Total: ₹20,000–50,000 per trainee 

Training delivery includes trainer salaries, materials (tools, consumables), and venue costs. 
Infrastructure allocation is your rent, utilities, depreciation—spread across trainees. 
Placement support includes follow-up calls, replacement guarantees, and transport for 
employer visits. 

Notice the wide range. A low-cost rural program with a donated space and a single trainer 
might hit ₹20,000. An urban program with rented premises, two trainers, and heavy 
mobilization might exceed ₹50,000. 

 



 

Revenues 

Source Reality 

CSR ₹15,000–40,000 per trainee, but requires reporting and relationship 

Government ₹10,000–30,000 per trainee, but payments delayed by 6–18 months 

Fees ₹5,000–20,000 per trainee, but limited uptake (trainees have low ability 
to pay) 

Design Implication: Margins are thin unless you control dropouts (each dropout is a sunk 
cost with zero revenue) and maintain consistent placements (your CSR and government 
funders pay only on placement proof, not enrollment). 

A viable model typically blends two revenue sources: CSR or government for the base cost, 
plus a small trainee fee (₹1,000–2,000) for commitment. Pure fee-based models rarely work 
at scale for this income segment. 

Managing "Thin Margin" Unit Economics 

With costs at ₹20k–₹50k per trainee, you must be hyper-efficient. 

1.​ Asset-Light Infrastructure: Do not sign long-term leases. 
2.​ Night School: Use existing school buildings or ITIs after 4:00 PM. 
3.​ On-Site Hubs: Ask a large employer to give you a corner of their warehouse in 

exchange for first right of refusal on graduates. 
4.​ The "Trainer-Practitioner" Hybrid: Avoid hiring full-time "academic" trainers. Hire a 

working supervisor from a local site to teach 2 hours a day for a stipend. They bring 
"real-world" credibility that full-time teachers lack. 

5.​ Staggered Revenue: Structure your funder contracts (CSR/Govt) to pay 25% on 
enrollment, 25% on certification, and 50% only after 3 months of verified 
employment. 

Financing for Trainees 

Many trainees cannot afford to be without income for 2–3 months, even if the course is free. 
They have daily expenses. This is where financing options help. 

Options: 

●​ Loans (NBFC/MFI) – Ticket size ₹10,000–40,000, tenure 6–18 months. Requires a 
lending partner. 

●​ ISAs (Income Share Agreements) – Trainee pays a percentage of income after 
placement. Aligned incentives but complex to administer. 

●​ Employer-sponsored – Employer pays training cost in exchange for a 6–12 month 
commitment. Strongest model but requires employer trust. 



 

Benchmarks: 

●​ Ticket size: ₹10,000–40,000 (enough for living expenses during training) 
●​ Tenure: 6–18 months 

Works only if: 

●​ Placement likelihood is high (you have employer commitments before the trainee 
starts) 

●​ Income visibility exists (you know the likely starting wage range) 
●​ Do not offer financing if your placement rate is below 50%. You will create 

indebtedness, not opportunity. 

7.​ Impact Measurement 
Weak metrics (what beginners track because they are easy): 

●​ Enrollment numbers 
●​ Certification numbers 
●​ Training hours delivered 

None of these predict whether anyone got a job or stayed employed. 

Strong metrics: 

Metric Benchmark (claimed) Benchmark (realistic) 

Placement rate (within 3 
months of completion) 

60–80% 40–60% 

3-month retention on job 50–70% 40–55% 

6-month retention on job 30–50% 25–40% 

Track retention, not just placement. It is easy to place someone in a job that lasts two weeks. 
That is not impact. It is not even good business—your employer will stop trusting you. A 
credible program tracks where the trainee is at 3 months and 6 months. If retention is low, 
either your skill training is inadequate or you are placing people in bad jobs. 

Tracking "Real" Impact (Retention) 

A placement that lasts one week is a failure. You need the trainee to stay for 6 months to see 
a life-changing income shift. 

1.​ The "Alumni WhatsApp" Moat: Create a group for every batch. Post weekly "Success 
Spotlights" of graduates who got their first raise. This creates a "social pull" for others 
to stay in their jobs. 

2.​ Automated Call Triggers: Set up a simple system to call both the employer and the 
trainee on Day 1, Day 30, and Day 90. 

a.​ Day 1: "Did they show up?" 



 

b.​ Day 30: "Did they get their first salary?" 
c.​ Day 90: "Are they ready for an 'Advanced Module' (upskilling)?" 

3.​ Upskilling as Retention: Offer a "Level 2" certificate (e.g., from Residential Electrician 
to Industrial) that is only available to those who have completed 6 months on the job. 

8.​ Understanding Failures 

Common Patterns 

1.​ Infra-heavy investments – Building a beautiful center before proving placement. The 
founder thinks “if I build it, they will come.” Employers do not care about your center. 
Trainees do not care about your center. It burns capital that should have been spent 
on employer relationships. 

2.​ Weak employer linkage – Training for months without a single employer commitment 
to hire. The program ends, and the placement officer starts cold calling. This never 
works at scale. 

3.​ Certification-driven models – Optimizing for government certification numbers 
because that is what funding rewards. Certificates do not get jobs. Employer trust 
does. 

4.​ Ignoring dropouts – Treating dropouts as a “trainee motivation problem” rather than a 
design problem. Dropouts are almost always a signal that your value proposition is 
weak or your support system is inadequate. Typical reasons for dropout are: 

a.​ Opportunity dropout (job found early) 
b.​ Economic dropout (need income) 
c.​ Expectation mismatch 
d.​ Migration reluctance 

Case Snapshot 1: “The Overbuilt Center” 

A founder raised CSR funding to build a 5,000 sq. ft. training center with simulated 
workspaces, air-conditioned classrooms, and a computer lab. High enrollment because 
marketing was aggressive. Placement rate <30% because no employer relationships were 
built during the construction phase. When CSR funding ended, the center closed. Outcome: 
Funding dried up. 

Case Snapshot 2: “Placement-First Model” 

A founder spent six months visiting automotive workshops before training a single person. 
Built a list of 40 employers who said “send us people and we will try them.” Ran small 
batches of 15 trainees. Placement rate >70% because employers trusted the founder. 
Three-month retention ~65% because jobs were vetted. Scaled slowly, sustainably, without a 
fancy center. Outcome: Still operating profitably after seven years. 

Case Snapshot 3: “CSR-Driven Expansion” 

A program worked well in one city. A large CSR grant came in to expand to five cities. The 
founder hired new center managers, opened locations, and ramped enrollment. Operational 



 

quality collapsed because the systems (trainer hiring, employer aggregation, placement 
tracking) did not transfer. Graduates from new centers were poorly trained. Employers 
stopped hiring. Outcome: Quality collapse and reputational damage. 

Case Snapshot 4: “The Placement Assumption Trap” 

A training provider focused on short-term electrician courses built a program with strong 
classroom delivery, achieving high completion rates and delivering solid technical instruction. 
On paper, the model appeared effective. However, the venture ran into structural barriers at 
the placement stage. Without ITI or equivalent government certification, graduates were not 
accepted by organized sector employers, and the provider lacked the relationships needed 
to break into contractor-led, referral-based hiring networks in the unorganized sector. As a 
result, placement rates remained low despite good training quality, leading to growing trainee 
dissatisfaction and, eventually, funding challenges as outcomes failed to meet expectations. 

Failure is usually predictable and patterned. If you see yourself in any of these snapshots, 
stop and redesign. 

9.​ Traction and Milestones 

Pilot phase (first 3–6 months): 

●​ 30–50 trainees (one or two small batches) 
●​ ≥50% real placements (not internships, not “self-employed,” actual wage jobs) 
●​ Track 3-month retention for every single trainee 

Do not expand beyond pilot until you have these numbers. If you cannot hit 50% placement 
in a pilot, you will not hit it at scale. 

Growth phase (months 6–18): 

●​ Cost per trainee declines by 15–25% as processes standardize 
●​ Employer base grows from 10–20 to 50–100 
●​ Repeat placements (same employer hiring multiple batches) → the strongest signal 

of employer trust 

Scale phase (beyond 18 months): 

●​ Multi-location operations 
●​ Standardized outcomes across locations (placement rate varies by <10% between 

centers) 
●​ Employer brand recognition (“XYZ graduates are reliable”) 

Avoid “fake traction” via enrollment numbers. Many founders report “trained 5,000 youth!” as 
traction. Without placement and retention data, that number is meaningless. Funders know 
this. Be honest about what you have actually achieved. 



 

10.​ Funding Perspective 
CSR – The most accessible entry point for most social enterprises. CSR teams need to 
deploy funds and report outputs. They will pay ₹15,000–40,000 per placed trainee. 
Downside: relationships are often annual, not multi-year. You spend 30% of your time on 
reporting and renewals. 

Government – Provides scale (tens of thousands of trainees) but payment delays of 6–18 
months are common. Only pursue government funding if you have working capital to bridge 
the gap. Many excellent programs have gone bankrupt waiting for government payments. 

Fees – Limited but stabilizing. A small fee (₹1,000–2,000) improves trainee commitment and 
reduces dropouts. But fee as a primary revenue source rarely works for this income 
segment. Use fees as a behavior-shaping tool, not a profit center. 

Reducing funding required by leveraging existing infrastructure 

You do not need to build your own training center. In fact, owning infrastructure is often a 
liability. 

1.​ ITI PPP Model – Partner with government ITIs (Industrial Training Institutes). They 
have underutilized workshops and classrooms. You bring curriculum, trainers, and 
placement. Low capex, but bureaucratic constraints (procurement rules, approval 
delays) are real. 

2.​ Employer Facilities – Train in the employer’s own workshop after hours. Strong 
placement (the employer has already committed), but limited scalability (each 
employer can only host small batches). 

3.​ Shared Centers – Rent time in vocational colleges, community centers, or even large 
employers’ training rooms. Flexible, lower control over scheduling and quality. 

Design Implication: Ownership of infrastructure is not a competitive advantage—access is. 
The venture that wins is the one that can flexibly access space, not the one that owns the 
nicest building. Every rupee spent on bricks and mortar is a rupee not spent on employer 
relationships or trainee support. 

11.​ Founder Fit: Who Should Build This Venture? 
Blue-collar skilling ventures sit at the intersection of human capital, employer demand, and 
operational logistics. As a result, they are significantly more complex than they appear from 
the outside. Passion for social mobility or education, while important, is not sufficient to build 
a successful and scalable venture. Founder-market fit is a critical determinant of success. 

The Three Core Capability Pillars 

A successful founding team must collectively cover three distinct capability areas: 



 

1.​ Demand Mapping & Employer Relations (The Revenue Engine): The ability to treat 
employers as the "customer" rather than just the student. This includes: 

a.​ Deep understanding of industry-specific hiring needs and skill gaps 
b.​ Ability to negotiate placement contracts and "hire-train-deploy" models 
c.​ Managing long-term B2B relationships with HR heads and site supervisors 
d.​ Forecasting labor market trends to avoid training for obsolete roles 

2.​ Training Operations & Pedagogy (The Product Engine): The ability to convert raw 
talent into job-ready professionals at scale. This includes: 

a.​ Designing "just-in-time" curricula that prioritize practical mastery over theory 
b.​ Managing decentralized training centers or mobile "on-site" units 
c.​ Recruiting and managing trainers who are practitioners, not just academics 
d.​ Ensuring rigorous assessment and certification standards that industry trusts 

3.​ Sourcing & Mobilisation (The Supply Engine): The ability to find, vet, and retain 
students from fragmented communities. This includes: 

a.​ Building high-trust grassroots networks to reach potential candidates 
b.​ Managing the "aspirational gap" (selling a trade career to those seeking 

white-collar jobs) 
c.​ Developing fintech or incentive layers to manage student drop-outs and 

financing 
d.​ Understanding the socio-economic constraints of the candidate pool 

Typical Founder Archetypes 

●​ Industry Insiders: Former plant managers or trade professionals who know the 
"ground reality" but need help with student mobilisation. 

●​ Sectoral Operators: Development professionals or ex-NGO leaders who excel at 
mobilisation but often struggle with the commercial speed of employer demand. 

●​ Tech-First Generalists: Builders who create sleek platforms for skilling but must hire 
heavily for operational "feet on the street." 

Common Founder Gaps 

●​ Training for "Ghost Jobs": Over-indexing on training numbers without signed 
placement commitments. 

●​ Pedagogical Overkill: Treating a 3-month trade course like a 3-year degree; ignoring 
speed-to-income. 

●​ Ignoring Attrition: Underestimating the "leaky bucket"—students dropping out for 
seasonal work or family pressure. 

●​ Capital Mismatch: Attempting to build asset-heavy centers without a diversified 
funding/revenue mix. 

Mindset Shifts Required 

●​ From “Educating students” → “Supplying talent to industry” 
●​ From “Attendance-based” → “Outcome-based” (Placement & Retention) 
●​ From “Classroom learning” → “Simulated work environments” 
●​ From “Social service” → “Economic value creation” 
●​ From “I am an educator" → "I am a high-stakes talent scout. 



 

What This Is Not 

This venture is not: 

●​ A government-subsidised "scheme" focused on certificates over skills 
●​ A pure staffing agency that ignores the quality of the worker 
●​ A generic "soft skills" workshop without technical trade depth 
●​ A CSR-funded hobby project without a path to commercial viability 

Key Insight: The success of a skilling enterprise depends less on the "quality of the textbook" 
and more on the tightness of the loop between student sourcing, practical training, and 
immediate employer placement. Founders who master this orchestration are far more likely 
to build a venture that is both financially sustainable and socially transformative. 

12.​ Conclusion 
Success in blue-collar skill training depends on three things, in this order: 

1.​ Employer network strength – Can you walk into any workshop in your city and get a 
meeting? Do employers return your calls? Do they hire your second and third 
batches without being chased? 

2.​ Placement credibility – When you say “this graduate is ready,” does the employer 
believe you? This takes years to build and seconds to lose with one bad placement. 

3.​ Operational discipline – Can you consistently mobilize, train, place, and track at costs 
that make sense? Can you control dropouts? Can you standardize outcomes across 
batches and locations? 

Everything else—curriculum, infrastructure, certification, technology—is secondary. These 
are enablers, not drivers. Training is not the product. Employment is. If you remember 
nothing else from this template, remember that. Design every decision—what to teach, 
where to teach, how long to teach, who to hire as trainers, how to fund —around the single 
question: Does this increase chances that a trainee gets a job and stays employed? 

If yes, do it. If no, stop. 
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