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Abstract 
 

For this project, I have started a venture ‘My JEE Mentor’ which connects current JEE 
aspirants with previous JEE Toppers and help seek Personal Mentorship from them.  
We charge our customers for our services and pay a share of the revenue to the 
Mentors. Currently, we are charging our students Rs. 499 per month for our Personal 
Mentorship Program. 
 
We had launched our first MVP for My JEE Mentor in December. We followed a 
Freemium Model then and charged the students for our Premium Services. However, 
the model we were following didn’t turn out to be a success since we weren’t able to 
generate many Premium Requests even after giving unlimited free virtual money to our 
customers. 
 
We had devised a new business model and mentorship program structure after this and 
launched our new MVP in January. We have been generating revenue after this and are 
providing Mentorship Services to more and more students every day. 
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1. Executive Summary
 

Problem Summary 
Over 20 Lakhs students are preparing for JEE at this particular moment. And over 95% 
of them are still confused and frustrated about whether they are going in the right 
direction or not? Whether is it only they who are feeling dispirited at the moment or does 
this happen every JEE cracker? These are certain problems which neither their parents 
nor their teachers can help them with. But, someone who has gone through the same 
period and cracked JEE before can. 
 

Solution Summary 
My JEE Mentor provides these students with Personal Mentorship services from 
experienced JEE achievers who have been through the same phase before and 
cracked JEE with a brilliant rank. We connect each of our students with a dedicated 
personal mentor who understands the current preparation level of the students and 
guides him throughout his JEE preparation by giving him 1-to-1 attention. 
 

Target Market 
Each year about 13 lakh students appear for JEE. However, our market not only 
restricted to current JEE appearers but also those who are preparing for it while in class 
9,10 and 11. Our estimate says that we have a well-defined target audience of over 20 
lakh students this year and this number increases every year.  
 

Business Model 
We charge our students for the Personal Mentorship Program on a monthly basis. 
Currently, we are charging them Rs. 499 per month however, this amount would 
increase in the coming months.  
We charge the first month’s Mentorship Fees of our students as My JEE Mentor’s 
convenience fee. All the revenue generated from the students after the first month 
completely goes to the Mentor. 
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2. Opportunities 
 

 
Problem & Solution 
 

What’s the problem? 
As already stated, there are currently over 20 lakhs students preparing for JEE. Over 
50% of them are seeking some kind of coaching to prepare for JEE. Others rely on 
self-study. The importance of JEE has grown even more after the removal of 
consideration of Board marks for calculation of JEE rank. 
 
I also have been through the same phase and know how frustrating and depressing it 
gets at times. Preparing for JEE is no easy task. You need to follow a rigorous schedule 
along with continuous hard work of 2 years. Over 95% of the students during their 
preparation are unsure whether they would be able to crack JEE with the desired rank? 
Whether they are going in the right direction or not? Is it only they who are having this 
feeling or is it everyone who goes through this?  
Such questions cannot be answered by either their parents or their teachers, but 
someone who has gone through the same phase. 
 

How are we solving it? 
We have built a platform where JEE Aspirants could find Personal Mentors for 
themselves. Each aspirant who enrols for our Personal Mentorship Program is allotted a 
mentor who guides the student throughout his JEE preparation. 
Once the student gets enrolled with us, we share the contact details of the student and 
the mentor with each other. The Mentor then starts with the Personal Mentorship 
Program of the students and helps him out with all his problems. 
 
The Mentor is mainly responsible for the following tasks : 

1. Understanding the current preparation level of the student. 
2. Taking regular updates from the students. 
3. Recommending useful resources and material to the student. 
4. Listening to the students’ problem and guiding them with the solutions. 
5. Keeping the students motivated throughout their JEE preparation. 
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The mentor after understanding the preparation level of the student, devises a 
customized preparation plan for the student.  
This plan makes sure that the syllabus gets covered on time, with ample time for 
revision. The mentor and student keep updating the timeline as the student progresses 
with the schedule. 
 

The JEE Industry 
 
As stated each year around 20 lacs students prepare for JEE Mains and Advance. Out 
of these, around 5 lacs students seek help from external institutes other than their 
schools to prepare for JEE.  
The following statistics would help you to understand the revenue generated by this 
Industry better : 
 
No of. students preparing for JEE :  20,00,000 students 
No of. students taking external help :  5,00,000 students 
The average expenditure for JEE preparations: $750/student 
Total expenditure for JEE preparations: 375 million dollars per year 
 
These numbers clearly show that the JEE preparation industry alone generates 
revenue of over 375 million dollars every year. This number still excludes other online 
services which are related to JEE preparation which when included might increase this 
number to over 400 million dollars each year. 
 
Market Analysis 
 
Since we are creating an online mentorship portal for JEE preparations, we have a 
well-defined target audience of about 20 lakhs currently preparing for JEE.  
These students are mostly the ones who are confused and frustrated about their 
preparation and need motivation and direction. 
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Factors that would affect our Market 
The recent rules by the education dept. of Govt. of India has declared JEE Mains score 
as the sole criterion for calculating JEE rank, giving it even more importance amongst 
the students aspiring to pursue engineering after school from Indian colleges. 
The reversal of such a rule would lead to a slight decline in our market share though, its 
chances are slim. 
 
Our market can broadly be divided into the following 4 categories : 

 
 
A major section of our Market are the ones who would be giving their JEE examination 
in the upcoming year. These include the class XII students and droppers, and constitute 
nearly 60% of our total market. 
 

First and Second MVP Analysis 
Through our initial MVP launches and other analytics, we can classify our customers 
amongst the following groups. 
1.  
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Over 70% of our customers are the ones who would be appearing for JEE in the 
upcoming year, whereas about 25% would be appearing for it in the later years. 
 
2. 

 
 
 
We have also analyzed that most of our customers(about 70%-80%) are the ones who 
either rely on self-study or take the support of some smaller institutes for their JEE 
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preparations. This number shows us that most of our customers are the ones who don’t 
have any well defined and structured support for their JEE preparations.  
Another important observation was that the majority of students joining us in class XII 
were those that had been taking coaching from some institute, but were very unsatisfied 
with it. 
 
By Major institutes we tend to indicate JEE preparations institutes like FIITJEE, Allen, 
VMC, Resonance, Bansal etc. who have been in business for a while and have a lot of 
centres and students all across the country. 
 
[All the number quoted above are NOT a result of mere assumptions and 
guesses, but have been derived from the figures of our MVP launch and real 
customers] 

 
Competition 
 
Currently, there are a lot of online portals which provide some form of mentorship or 
guidance to the JEE aspirant. You can find a lot of jee guidance websites like 
AskIITans, JEE Mentor, Mentoringjeeaspirants, Jee Guru, Pagal Guy, Agla Sem, 
Toppr, BYJUs etc.  
All these portals provide a different kind of features and facilities like QnA forum, 
articles, book recommendations, online courses and classes etc.  
But recently, a lot of new players in the field of Personal Mentorship for JEE 
preparations have come up. Our major current competitors currently in the field of 
Personal Mentorship are ‘MyTutor 247’ and ‘Your IITian Bro’. 
 
 

How are we different from them? What’s our unique selling 
proposition? 
 
We are the only company in the market which help connect the JEE aspirants to 
previous JEE achievers on a personal level. We connect each of our customers to one 
of our mentors and help them seek personal mentorship from them. This is something 
which no other website or portal provides or plan to provide as of now.  
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Even the new players in the field of Personal Mentorship mentioned above connect the 
students with their Mentors only through an online chat/call platform, for a constrained 
period of time per session. However, we do not have any specific time period for which 
a student can contact a mentor. We have kept the mode of communication between the 
student and the mentor very convenient, and intend to do so in the future as well. 

 
 

Insights and Learnings  
 
The current model that My JEE Mentor is following is it’s 4th model. We have till now 
launched 3 MVPs in July, December and January respectively.  
 
July MVP 
I prefer calling this launch an experimental launch since the motive of this launch to test 
whether the students preparing for JEE would be interested in getting connected with 
JEE Mentors for free or not? Having just started off at that time, it was a very naive 
implementation and a MVP whose results couldn’t be completely relied on to derive 
useful insights. 
 
December MVP 
As already presented in the previous evaluation, we had kicked off with a Freemium 
Model in which we provided Free Mentorship Chat totally free of cost, and charged our 
students for Premium Services. We were able to get over 100 sign ups in the month of 
December and few Premium Service request as well. 
 
However on conversing with out customers, we realised that communicating with a 
mentor through chat on a website is not a very convenient method. The students said 
they would prefer connecting with a mentor over call and on WhatsApp rather than 
through a website based IM portal. Plus due to a very low conversion rate of Freemium 
customers to Premium customers, we felt that this model might not feasible for the 
audience we are targeting and there is a need to change our working model. 
 
Also, we came across a few students who said they would prefer paying a fixed fees at 
once and then taking Mentorship from a mentor by communicating with them through 
regular calls. 
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Lastly, on talking to our customers we realised that most of them were the ones who 
needed someone to help them devise a preparation timeline for them which suits their 
current preparation level, someone who could refer them the right material to study a 
topic, who could motivate them and who could solve the PCM doubts they encountered 
while practising questions. 
 
All these led to our 3rd MVP which we launched in January. 
 
January MVP 
The current model we are following is the extension of our January MVP. We initially 
charged our students a minimal amount of Rs. 499/mo only in exchange of Personal 
Mentorship and Weekly Doubt Clearing Sessions. 
 
Soon we started getting paid customers who subscribe to our Personal Mentorship 
services on a monthly basis. We also have been able to retain most of our customers till 
now which gave us indication that the students actually value our services and are 
ready to repeatedly pay for them. 
 
However, we realised that most of the students never took the Doubt Clearing Sessions 
even once. Doubt Clearing Sessions required a lot of efforts from the subject mentors 
since they were responsible for taking the doubts, solving them and explaining the 
solutions to the students. On seeing the low demand for Doubt Clearing Sessions and 
the heavy requirement of work-force for them, we decided to scrap this service for now. 
 
On taking regular feedback from the students of our January MVP, a common demand 
which we heard of was topic-wise tests, assignments, questions and notes. And 
therefore, we included a new service to our Personal Mentorship Program where we 
started providing our students with topic-wise and chapter-wise notes, assignments, 
tests and full length online mock tests. 
 
Current Model 
We had been working providing new services in the month of June, namely, 1-Time 
Mentorship and Counselling Sessions. Also, we have changed our prices back to Rs. 
499 per month and have made some changes in the business model as stated earlier in 
the report. 
We have also dropped the idea of providing material as of now due to lack of resources 
and efficient use by the students (dropping the resources also helped us in bringing 
down the costs). 
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3. Execution 
 

 

Mentor Recruitment, Training and Quality Check 
 

Recruitment 
 
We select Mentors on the basis of a variety of factors. A good mentor is not the one 
who has a very good knowledge of the subject, but the one who knows how to share his 
knowledge with others and guide others with his experience. 
 
We take the following factors into consideration while selecting our Mentors : 

1. JEE Mains and Advance Rank 
2. Motive behind joining My JEE Mentor 
3. Communication Skills 
4. Dedication and Commitment towards work 

 
Each mentor goes through the following process before being selected : 

1. Online form asking for Personal and JEE related details. 
2. Personal Interview (F2F or Telephonic). 
3. A variety of tasks related to mentoring students. 

 
We judge a candidate’s potential on the basis of the above 3 stages. If we feel that the 
candidate has a good enough rank, a dynamic personality and is dedicated enough 
towards mentoring students preparing for JEE, we take them on board as a Mentor and 
start with their Training Process. 

 
Training 
 
Once a Mentor is taken on board, they go through a training process before starting with 
the Personal Mentorship Program of their students. 
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Each Mentor is a given a detailed workflow of how My JEE Mentor works, what we 
provide and what all is expected of a Mentor while he mentors his students. After this, 
they are given a variety of tasks which help in brushing up their JEE knowledge and 
getting an experience in communicating with the students. 
Once a Mentor successfully finishes this set of tasks, we consider him ready to start 
with his Personal Mentorship Service. 

 
 
Quality Check 
 
The best parameter that measures the quality of the mentorship provided by a mentor 
according to us are how much motivated a student is, and how much has his scores 
improved since he started with his Personal Mentorship Program. 
 
We take the following steps to take regular feedback about our Mentors : 

1. Feedback form by the student at the end of every month. 
2. Regular calls by the administrative department to the students to ask about their 

preparation. 
 
Apart from this, a very important parameter which judges the quality of a Mentor is his 
Retention Rate. Retention Rate is defined by us as the percentage of students who 
renew their subscription of monthly Personal Mentorship. 
A low retention rate over a long period of time is an indicator of poor quality of 
mentorship provided by the mentor. We cannot judge the quality of mentorship provided 
solely on the basis of this factor, but this is one of the most important factors considered 
by us to keep a check on the quality of our Mentors. 
 
All these factors are taken into consideration while determining the quality of mentorship 
provided by our mentors. We have till now removed 4 mentors from our Mentor Board 
due to poor quality of Mentorship Provided. 
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Marketing & Business Generation 
 

Marketing Plan 
 
We have been actively marketing our product amongst the JEE Aspirants over the past 
6 months. We have followed a targeted marketing strategy by focusing on social media 
platforms, groups and other online communities which have a lot of active JEE 
Aspirants. 
 
For the first few weeks, we relied completely relied on Online Marketing which didn’t 
involve any investment. We targeted the following Social Media platforms for this 
purpose : 

1. Quora: Answering questions related to JEE preparations and subtly mentioning 
My JEE Mentor in the content of the answer. 

2. Instagram: We created an Instagram handle for My JEE Mentor in which we 
regularly posted JEE questions and engaged the JEE Aspirants with us through 
creative activities. 

3. Facebook: Promoting our Mentorship Services through our FB Page, and 
posting our posters in the JEE Discussion groups on Facebook. 

 
Our most successful marketing platform has been Quora. Over 75% of our students 
came to first know about us through Quora. 
 
We also started with My JEE Mentor Blogs where our mentors actively post Blogs on 
various topics related to JEE preparations. Apart from this, we have started many JEE 
Chatrooms where we invite JEE Aspirants to come and become a part of active 
discussions regarding JEE preparations for Free. We actively market our Mentorship 
Services on our Blogs and Chatroom and encourage students to enrol for our Personal 
Mentorship Program. 

 
Paid Marketing Activities 
We have started investing in Marketing since March to gain more traction. Our paid 
marketing activities includes : 

1. Paid promotions on Facebook and Instagram. 
2. Google AdWords. 
3. Sponsoring events which have the potential to reach out to school students. 
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We had recently sponsored TEDxIIITD event by distributing discount vouchers to the 
attendees there. 
 
We have noticed that the majority of our customers are those who have already been 
preparing for JEE for the past 1 or 2 years, are not satisfied with their preparation 
and now want to explore some other alternative to get back on track for their JEE 
preparations. Therefore, our marketing in the coming weeks would be more inclined 
towards this customer segment rather than those who would just be starting with their 
JEE preparations. 
 

 
Business Generation 
 
We charge our students on a monthly basis for our Personal Mentorship Program. We 
had initially started with a monthly fee of Rs. 499/- per month, then increased it to Rs. 
999/mo. However, we now charge our students a monthly fee of Rs. 499/- per month 
(We started charing this amount since the first week of May). 
 
We offer our students 3 enrollment packages, which are as follows :  

1. Package 1: Monthly Enrollment - Pay Rs. 499/- at the beginning of every month. 
2. Package 2: Quarterly Enrollment - Pay Rs. 1499/- for a Mentorship Period of 3 

months, and save Rs.100. 
3. Package 3: Yearly Enrollment - Pay Rs. 4999/- for a Mentorship Period of 1 

year, and save Rs. 1000. 
 
My JEE Mentor charges every student’s first month fees as our convenience fee. After 
the first month, all the revenue generated from a particular student completely goes to 
the Mentor without any charges from our side. 
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New Initiatives 
 

My JEE Hero 
 
My JEE Mentor has also launched it’s social initiative My JEE Hero which aims at 
providing Personal Mentorship completely free of cost to the underprivileged students 
preparing for JEE. 
As of now we have partnered with 2 Govt.Schools and 1 NGO who have provided us 
the opportunity to interact with the brighter minds of their classes and allocate each one 
of a Personal Mentor. 
 
Currently we are working with 10 Heroes who are providing Personal Mentorship to 40+ 
underprivileged students. 
 

1-Time Mentorship  
 
We are also working on a new type of Mentorship in which we connect the students to 
some specific mentors who have special knowledge and experience on certain topics. 
However, these are 1-time sessions, ie: the students get to contact the Mentor only 
once to discuss the query. 
Suppose a student specifically wants help over “How to cope up with Coaching’s 
Schedule”, but not a complete monthly Mentorship program. In such a case, we connect 
with one of our mentors dedicated to such queries over a 1-time call to seek help over 
the described problem.ts. 
 

Admission Counselling 
 
After cracking JEE, the biggest confusion that a student goes through is that which 
combination of college+branch one should prefer and opt for. To help the students over 
such queries, we were providing with Counselling Calls in which we used to analyze 
their ranks, scores, interests, profile etc. and suggest them the best options for them. 
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