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ABSTRACT 

ESG (environmental, social, and governmental) criteria have gained substantial prominence 

over recent years and are increasingly becoming a key pillar of a company’s business 

strategy. Simultaneously, so-called “hybrid organizations” have evolved, which combine 

economic success with societal and economic impact, thereby blurring the line between the 

traditional private, public, and non-profit sectors. Based on the mission of edu-cloud – a 

German Education Tech startup currently run as a non-profit – this thesis presents a case 

study on how the non- and for-profit divide can be bridged. It provides a business plan laying 

out how edu-cloud can become a self-sustained business while accomplishing its non-profit 

mission to create new chances via contemporary education. 

 
Keywords: Entrepreneurship, Social Entrepreneurship, Startups, Hybrid Organizations, 
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1. Introduction 

1.1. Business Problem and Relevance 

Across geographies, industries, and company sizes, organizations are increasingly allocating 

more and more resources towards improving their ESG – environmental, social, and governance 

– footprint (Pérez et al. 2022). Closely related thereto, new forms of organizations have evolved, 

increasingly blurring boundaries between the public, private, and non-profit sectors. Those so-

called “hybrid organizations” demonstrate ways to compete on not only the quality of goods 

and services but also their positive societal and environmental impact. Built on the assertion 

neither traditional for- nor non-profit models appropriately address current environmental and 

social challenges, hybrid organizations adopt a non-profit mission while generating income like 

for-profits to accomplish this mission without being solely reliant on grants and donations 

(Doherty, Haugh, and Lyon 2014; Haigh and Hoffman 2011). 

This master thesis comprises a case study on how hybrid organizations can exist on either side 

of the non- and for-profit divide by shedding light on the mission and business model of edu-

cloud. edu-cloud was founded by Verena Pausder and Louisa Strasser and provides a platform 

for browsing and finding digital educational tools. It currently runs as a project of the German 

non-profit organization Digitale Bildung für Alle e.V. (“digital education for all”). Education 

is a basic human right, and digital technologies have become a social necessity for ensuring 

access to it – especially in an ever more unpredictable environment characterized by frequent 

crises and conflicts. The recent educational disruption caused by the Covid19 pandemic or the 

Ukrainian war revealed the need to leverage technology and human resources to transform 

schooling models and build an open, inclusive, and resilient learning system (UNESCO 2022).  

This case study comprises a business plan showing how economic success can be combined 

with societal impact via leveraging the opportunities of digital education in an easily accessible 

and transparent manner. 
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2. Company Description 

2.1. Products and Services 

2.1.1. Background 

In the OECD's student learning outcomes (PISA) assessment of 2000, German students' 

reading, mathematics, and science scores were below the OECD average. This was a wake-up 

call for Germany, and the government doubled its educational spending (OECD n.d.). 

Furthermore, the Covid19-pandemic has shown how far Germany still lies behind when it 

comes to the digitization of schools. Thus, the government topped up its "DigitalPakt" funding 

program to €6.5bn, which aims to equip all schools with the necessary hard- and software to 

bring digital education to the classroom (BMBF 2019). However - while schools increasingly 

have the necessary prerequisites - educators, teachers, and parents do not know what digital 

tools are available on the market. Furthermore, they are left without actionable guidance and 

support on how to use and bring them to the classroom in a useful manner. 

To solve this, edu-cloud provides the first go-to platform for finding and using digital 

educational offerings via a) creating transparency as to which offerings are currently available 

on the market, b) making it easy for all parties to find personalized offerings quickly, and c) 

effectively using them. The current website is a growing collection of digital educational tools 

with custom filters and categories, serving as a first Minimum Viable Product (MVP). In the 

long term, edu-cloud aims to differentiate itself via three core offerings: 

2.1.2. edu-cloud Platform 

The edu-cloud website will be developed into a comprehensive platform that will serve as a 

personalized digital companion for finding and using digital educational tools (please see 

Appendix 10.2 for a list of the envisioned features). The edu-cloud Platform is free to schools, 

educators, teachers, and parents, following edu-cloud's mission to foster digital education in an 

easily accessible and transparent way for everyone (see Mission and Vision). In addition, listed 

tool providers can become verified partners for a yearly fee of 2.999€. These partnerships 



4 
 

include analytics (customer insights, competitive pricing, etc.), dynamic content maintenance 

by providers, as well as preferred conditions for on- and offline formats included in the Bronze 

Sponsorship package (see edu-cloud Ecosystem). 

2.1.3. edu-cloud Toolkits 

edu-cloud will offer digital "Toolkits” for schools, educators, teachers, and parents. These are 

constituted by a specified number of digital educational tools which can be used for a fixed 

monthly fee (after a free trial month) and flexibly adjusted. Subscribers can log in to any of 

those tools via the Single-Sign-On (SSO) provided by their edu-cloud credentials. While the 

exact price depends on the negotiated discount with the different tool providers, generally, there 

are two kinds of packages available: 

2.1.4. edu-cloud Ecosystem 

Apart from becoming a quality mark for digital education, edu-cloud will proactively build up 

and strengthen the digital educational system in Germany and beyond, thereby bringing digital 

education to the masses in a modern and effective manner. This will be achieved via online 

formats such as newsletters and the "Digital Education Enthusiast” podcast, as well as offline 

formats such as conferences, hackathons, and edu-X talks. While the revenue generated via paid 

placements in podcasts, event ticket sales, etc., highly depends on the exact set-up, edu-cloud 

will also offer exclusive sponsorship contracts for partners such as tool providers and 

corporates. Those packages include various perks, such as advertisements and employer 

Figure 1: edu-cloud Toolkits 
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branding. While the concrete terms depend on the individual partner profile, sponsorships can 

be split into three kinds of packages: 

From Bronze to Gold, they offer increasing sponsorship incentives in terms of 1) discounted 

access to and brand presence at events, 2) preferred advertise placements, and 3) possibilities 

to host interactive formats under the "edu-cloud brand". Please refer to Pricing and Revenue 

Model for reasoning on product pricing. 

2.2. Mission and Vision 

edu-cloud's mission is to foster new chances via contemporary education and make the 

opportunities of digital education easily accessible for everyone by empowering educators and 

parents to use digital tools suitably and effectively. Ultimately, edu-cloud's vision is to become 

the first touchpoint and digital companion from finding to using digital educational tools in the 

classroom and beyond across Europe. 

2.3. Team and Founders 

edu-cloud’s is founded by Verena Pausder and Louisa Strasser, who will both serve as 

Managing Directors of the company. The founding team shows a strong founder-market fit with 

a substantial track record in Education Tech (EdTech) and adjacent, fast-paced industries. 

Verena Pausder is a serial entrepreneur, investor (30+ angel investments), and best-selling 

author. Previously, she founded Fox & Sheep (developer and provider of children's Apps) and 

the HABA Digital Werkstätten (creative educational and experiential space for children, 

families, schools, and companies). Louisa Strasser, among others, previously worked in 

consulting at BCG and the pre-seed investment team at Picus Capital (leading European VC 

with 150+ portfolio companies).  Also, both founders currently serve as board members of 

Digitale Bildung für Alle e.V. Furthermore, the founding team constitutes Christa Dahl (Head 

Figure 2: Sponsorship Packages 
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of Customer Success and Partnerships) and Samuel Kuhn (Head of Digital Strategy and Web- 

& Cloud Development). Please see Appendix 10.3 for detailed information on the founding 

team and board members. 

2.4. Long-term Orientation of Business and Strategic Objectives 

edu-cloud will be founded as a gUG – a non-profit entrepreneurial company. In the case of the 

gUG, 75% of the profits must benefit non-profit purposes. The remaining 25% is used to grow 

the share capital of the gUG until the gUG can be converted into a gGmbH which requires 

25.000€ of seed capital and is planned to take place in 2024 (see Financial Projections). In 

terms of strategic positioning, edu-cloud has formulated three long-term objectives, which will 

be achieved by entering and building a solid partnership network across three key areas: 

1) Establish edu-cloud as a quality mark for digital education: For this, edu-cloud will 

continuously build out its tool collection and enter partnerships with digital educational tool 

providers, Mobile Device Management (MDM) systems, Learn Management Systems (LMS), 

hardware providers, etc. ensuring they meet best-of-class standards. 

2) Create a strong brand image and position edu-cloud as an ambassador and accelerator 

of contemporary digital education: For this, edu-cloud will build a network of partners and 

supporters from politics, foundations, and corporates. A detailed overview of the current 

partners of Digitale Bildung für Alle e.V. can be found in Appendix 10.4. 

3) Build a tech-driven product showcasing state-of-the-art EdTech made in Germany: For 

this, edu-cloud will enter a development partnership with Merantix Labs – a leading Artificial 

Intelligence (AI) campus based in Berlin (Merantix 2022). They will support edu-cloud with its 

technological roadmap (see Product and Technology Roadmap) and continuous effort to 

provide best-in-class personalization algorithms.   

edu-cloud's business model is highly dependent on direct and indirect network effects. Direct 

network effects are apparent if increased users lead to increased platform value for this user 
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group. This holds for edu-cloud users as they profit from higher user numbers through higher 

personalization (due to more available data points) and community exchange. Indirect network 

effects are applicable if the platform value for one user group goes up if a user of another group 

joins. In edu-cloud’s case, this describes the wider range of offers for teachers, parents, schools, 

and educators if more tool providers join the platform. Vice versa, tool providers benefit from 

a wider audience to advertise and distribute their products to (Cusumano 2022). Due to their 

higher value creation for each user group, indirect network effects are likely to predominate 

direct network effects in the case of edu-cloud. To create these network effects, gaining reach 

and traction1 from the beginning presents a critical success factor, and both user groups need to 

be incentivized to join the platform. Thus, as a go-to-market strategy, edu-cloud will focus on 

building up its brand and community via Freemium campaigns for first users, referral programs, 

high-quality content formats, promotions, and aggressive marketing for the edu-cloud Toolkits 

and its freely accessible platform (see Marketing and Sales Strategy). To reach the vision, 

mission, and long-term objectives, edu-cloud identified several milestones of short, mid, and 

long-term strategic guidelines that will allow the company to gain efficiency, performance, and 

reach. They can be split into three main phases, depicted in Figure 3.  

 
1 By now, edu-cloud has already been clicked 124.000+ times and its newsletter counts 2.000+ subscribers 

Figure 3: Roadmap and Milestones 
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First, edu-cloud will focus on the German market in 2023. The edu-cloud Platform constitutes 

its initial offering as well as the first edu-cloud Toolkits in partnership with five to ten providers. 

In 2024, edu-cloud will expand its operations to the DACH region (Austria and Switzerland) 

and the United Kingdom (UK). In the UK, an English-speaking version will be launched under 

the domain digital-classroom.co.uk. Once a solid user base and brand image have been created 

in these markets, edu-cloud will expand its operations to Italy, France, and Spain before 

expanding to remaining EU countries afterward. These expansion efforts are expected to be 

realistic from 2026 onwards. Also, a SWOT analysis was conducted which can be found in 

Appendix 10.5.   

3. Market Analysis  
3.1. Target Market 

edu-cloud's target user profiles can be split into four main groups. First, school authorities 

looking for ways to relieve their staff via equipping their school with best-in-class software and 

tools from administration over self-organization to digital classroom education. This target 

group is of relevance for edu-cloud's school licensable Toolkits. Second, teachers looking for 

the same solutions themselves and aiming to provide their students with the best and most 

personalized education possible. For them, individually licensable edu-cloud Toolkits are of 

relevance. Third, edu-cloud targets parents who want to support their children's educational 

journey. Fourth, Premium Partner Profiles and Sponsorships are an attractive opportunity for 

high-quality EdTech providers and corporates aiming to build a reputation and extend their 

reach and user base. Please see the section Customer Persona for a more detailed analysis of 

pain points and value creation for each target group. 

3.2. Market Sizing, Valuation, and Capture 

The user group of parents will be neglected for market sizing as edu-cloud's vision is to bring 

digital educational tools to the class- and living rooms independently of families' financial 
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resources. Thus, the main target groups are the schools and teachers providing these tools and 

possibilities to all students, irrespective of family income. The edu-cloud Platform is accessible 

for free and, therefore, does also not present a part of market sizing. The edu-cloud Ecosystem 

will be relevant for all target users, partners, 

and the broader education ecosystem. 

However, it will be neglected for market 

sizing as the activities constituting the 

Ecosystem are, first and foremost, not aimed 

at revenue generation but at building a brand 

and community. The market sizing is based on secondary data such as publicly available data 

sources and articles. If no reliable data source was available, numbers were approximated via 

available data sources from other countries and corresponding assumptions, i.e., based on 

relative population or teacher-student ratios. The market size of the respective target groups 

from 2023 to 2029 is depicted in Figure 4 (please refer to Appendix 10.6 for a more detailed 

breakdown). Considering edu-cloud’s products and prices, edu-cloud's target market is valued 

at 90.6€ Mio in 2023. Primarily driven by geographic expansion, the market value will increase 

to 230€ Mio from 2024 to 2028 and exceeds 1bn € once expanding to the EU (see Figure 5). 

Please refer to Appendix 10.7 for detailed information on the assumed split of product packages 

and Appendix 10.8 for an overview of market valuation per target group. 

Figure 5: Total Market Valuation 

Figure 4: Total Market Size 

Figure 6: Total Market Capture based on Year-on-Year Growth and Penetration Rates 
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Applying the assumed penetration and growth rates depicted in Figure 6, edu-cloud will be able 

to capture a market of 467.558€ in 2023, increasing to 2.5€ Mio from 2024-2028 and up to 

15.7€ Mio from 2029 on. edu-cloud aims to serve both - teachers bringing in a high digital 

affinity and knowledge as well as teachers still unfamiliar with digital educational tools and 

how to use them. However, the initial users of edu-cloud are likely to belong to the first group 

before the latter one follows. The percentage of teachers willing to proactively bring digital 

tools to the classroom is based on the conducted expert interviews (see Customer Persona) and 

is expected to increase steadily. Also, initial penetration rates from 0.5% to 2% are considered 

reasonable assumptions for new market entrants. As schools are often quite resistant to licensing 

new offers and are facing budget constraints, their penetration rate is expected to be the lowest, 

with 0.5% in the beginning. However, the expert interviews revealed that schools become more 

open to such offerings once the trust of teachers has been created and the offering's quality 

convinces them. Thus, schools' year-on-year (Y-o-Y) growth rate is anticipated to reach 20%, 

whereas teacher penetration will only increase at 15%. Partners show the highest growth of 

penetration rate of 30% as their incentive strongly increases over time due to the kick-in of 

network effects (see Customer Persona and Competitiveness). For EU expansion, all 

penetration rates have been reduced by 30% to account for the large market size and 

corresponding challenges of market capture. Please also see Appendix 10.9 for a detailed 

breakdown of market capture per target group, and refer to Appendix 10.10 for an industry 

overview and market trends. 

4. Customer Persona and Competitiveness 
4.1. Customer Persona 
To define a clear value proposition for a product, one first needs to gain an in-depth 

understanding of its users’ needs and problems (Kirchberger, Wouters, and Anderson 2020). 

For this, a problem-centric, qualitative research approach was adopted by conducting 20+ user 
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interviews (see Appendix 10.11). This section aims to shed light on the revealed pain points, 

how edu-cloud addresses them and what value it ultimately creates for each target group. 

Teachers and schools are facing several similar pain points and constraints when it comes to 

finding and using digital educational tools. First, they are overwhelmed by the information 

flood of new software, apps, and possibilities, scattered across various sources and channels. 

This leaves them without a structured, easily consumable go-to resource to find and compare 

offerings according to their needs. Furthermore, they are left without any actionable guidance 

and advice on how to use such tools in an effective and supportive manner. This struggle 

intensifies if teachers lack the necessary digital skills and knowledge. Second, schools and 

teachers complain about the limited flexibility of available offers as they often come with long 

license periods, and switching costs are high. Third, there is an increased awareness of data 

security or inappropriate content, but no single source of truth listing offers which can be used 

with a clean conscience. Fourth, teachers have very little time, and most are already working 

overtime, leaving no space for individual support of students lying behind. Lastly, teachers 

highly depend on the school authority's openness to try out and license new offerings. 

Otherwise, they need to pay them out of their own pocket. However, while the willingness to 

pay is indeed limited, it became evident during the interviews that - once convinced by the ease 

and quality of an offer - teachers are willing to invest between 5€ to 15€ per month for one 

offer. On the other hand, while facing budgetary constraints, schools become increasingly open 

to digital tools and - especially if the teachers are already using and convinced by an offering - 

are willing to invest remaining budgets or even apply for additional funds.  

Parents are facing similar pain points. For instance, they are also overwhelmed with 

information, left without guidance and support, and often face time and budget constraints to 

support their children's educational journey. However, as mentioned above, edu-cloud Toolkits 

are primarily targeted at teachers and schools. 
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For EdTech providers, partnering up with edu-cloud via Premium Profiles or Sponsorship 

Packages tackles many challenges: They often miss the credibility and proof-of-quality to be 

used by schools and teachers without second thoughts. Furthermore, the scope of their offering 

and its limited flexibility result in diminished access to potential customers. Also, EdTech 

providers only have siloed insights into their customer's usage behavior and patterns as well as 

competitive pricing. Simultaneously, they are missing an established, quality-proof, and 

independent platform on which they can showcase their offer to potential users. Last but not 

least (esp. in Germany), they face bureaucratic hurdles due to the federalist system and varying 

standards and regulations across states.  

As stated above, edu-cloud's Ecosystem will comprise partnerships beyond EdTech. For those 

partners, key concerns are building a recognizable brand and reputation going beyond the 

industry they are operating in via employer branding and "things money can't buy". 

Furthermore, they show increased intrinsic motivation to positively impact the future via 

partnering with social enterprises (Aflac 2019). Please see Appendix 10.12 for edu-cloud's value 

propositions, competitive advantage, and value creation for each customer group.  

4.2. Competition and Competitiveness 
According to the literature, the failure rate of startups is over 90%. Therefore, to combat high 

mortality rates, entrepreneurs must look for profitable niches in which they can 

innovate without making substantial upfront investments while delivering distinctive products 

and services (Silva Júnior et al. 2022). edu-cloud's competitors can be clustered into three 

different groups. The main competitors of each group and their comparison with edu-cloud are 

depicted in Figure 7 (Appendix 10.13 provides an in-depth analysis of each competitor group).  

The first and most competitive group comprises providers offering search engines for digital 

educational offers such as Edugle, Mundo, or Find My Tool. However, Edugle lists tools and 
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offers in the broader education space, and Mundo only comprises digital media. While Find My 

Tool, as edu-cloud, focuses on digital educational offers, it lacks detailed information, 

actionable guidance and advice as it solely forwards users to the provider’s website.  

Furthermore, none of the competitors combines their search function with a high degree of 

personalization and intuitive User Interface and Experience Design (UI/UX). It should also be 

noted none of them is currently close to reaching a “critical mass” for the kick-in of network 

effects, and, therefore, they do not threaten edu-cloud’s market entry. 

The second group is presented by existing educational brands and conferences competing with 

edu-cloud's ecosystem approach. While there are promising players on the European - i.e., The 

European EdTech Alliance - or German - i.e., Edusiia - market, none of them has a unique 

positioning for fostering contemporary digital education. Additionally, current "knowledge 

hubs" and conferences such as Didacta (Germany's most prominent education fair) often lack 

an innovative, state-of-the-art concept and image, as well as continuous community 

engagement via different formats. Thus, these companies are essential players in the wider 

Figure 7: Competitors and USP 
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educational ecosystem, but this ecosystem still shows a clear white space for a modern 

accelerator of digital education. 

Last but not least, launched political initiatives such as the BIRD, VIDIS, or DIRECTIONS 

project constitute the third competitive group. Here, edu-cloud differentiates itself via the 

comprehensiveness of its offering, as many of the initiatives only cover some of the envisioned 

functionalities. For instance, VIDIS only offers a SSO solution, and DIRECTIONS' anticipated 

certification standard would only provide proof of security and quality in terms of GDPR 

compliance. BIRD, by far, presents the most competitive offering as it aims to build an 

education platform via which products and services can be directly accessed via SSO. However, 

it still lacks behind in terms of flexibility as well as personalized, actionable guidance and 

advice. Furthermore, recent years have shown that such political projects often move very 

slowly - with none of them being able to make it to market yet – due to high bureaucratic 

hurdles. Additionally, the expert interviews showed similar existing projects barely bear any 

fruit.  

Besides these three competitive groups, some digital educational tool providers sometimes also 

show some overlap with edu-cloud. For example, they might also come with actionable 

guidance and support for their offering. Nevertheless, end users are still missing a single source 

of information. These providers are viewed as future partners whose offering will, i.e., be a part 

of edu-cloud Toolkits (also see Customer Persona). Also, it should be emphasized that edu-

cloud does not see itself as a direct competitor to public or private offerings but as a partner for 

both sides that ultimately provides end-users with the best digital offer for their individual 

needs.  

Based on this assessment, edu-cloud has a clear Unique Selling Point (USP) over its competitors 

(see Figure 7). First, structured, lean, and intuitive UI/UX complemented by a high degree 

of personalization and SSO functionality, ultimately leading to time savings for all users. 
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Second, it presents the first easily accessible, comprehensive single source of truth, providing 

transparency on available offers as well as actionable guidance and advice. Third, it serves as 

a strong brand, quality mark, and modern ecosystem partner to accelerate digital 

education. Last but not least, the flexibility offered by edu-cloud Toolkits remains 

unconquered, with no similar offering existing on the market yet. While modularity and 

accompanying flexibility reached industries like banking or insurance years ago, edu-cloud is 

the first player bringing them to education.  

5. Marketing and Sales Strategy  
A company's marketing and sales strategy is the combination of product, price, distribution, and 

promotion most suited to a particular group of consumers (Peter, Olson, and Grunert 1999). In 

the case of edu-cloud, suitable strategies are highly dependent on the different products and 

services - namely, the edu-cloud Platform, Toolkits, and Ecosystem - as well as their target 

groups. As the build-up of a comprehensive ecosystem presents a continuous effort that will 

happen simultaneously to create a recognizable, established brand around edu-cloud, the 

following sections particularly focus on the marketing and sales strategy of the edu-cloud 

Platform and Toolkits.  

5.1. Marketing Strategy 

Brands have gone from being solely defined and managed by brand strategists to being 

negotiated, contested, fluid, and dynamic. This results in a brand's meaning being dependent on 

consumer context and audience (Hemetsberger and Mühlbacher 2014). The goal is to build an 

attractive brand around edu-cloud, which users can identify. Thus, edu-cloud's users are 

supposed to co-create the brand by actively interacting with the community via blogs and 

discussions on the edu-cloud Platform as well as at on- and offline events. By presenting edu-

cloud as a high-quality, modern, dynamic, and authentic brand, close customer relationships 

and increasing customer brand loyalty will be achieved. To create a need for edu-cloud among 
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target customers, push and pull marketing instruments will be combined (Dackiw 2017). Push 

marketing tries to promote products by “pushing” them onto people, while pull marketing 

attempts to get the customers to come to you (Robertson 2017). Online and social media 

advertisements will primarily achieve the former. In terms of the latter, presence at teacher 

training, educational fairs and conferences, Search Engine Optimization (SEO), and topic-

specific content marketing will aim to "pull" potential users to edu-cloud. A detailed description 

of on- and offline marketing communication is provided in Appendix 10.14.  

5.2. Sales Strategy and Revenue Sources 

edu-cloud has two primary revenue sources. First, subscription fees for edu-cloud Toolkits, 

which will be sold directly on the edu-cloud website. After purchase, users can see their own 

individual edu-cloud dashboard, from which they can access the offerings. They get directly 

forwarded to the sign-in at the respective tool provider, where they log in with their edu-cloud 

credentials (SSO). Second, edu-cloud generates revenue with B2B partnerships through a 

Premium Profile on edu-cloud or a Sponsorship package. Both packages can be purchased on 

the edu-cloud Platform as well. As they may demand some extent of individual support, 

prospective partners also have the possibility to be directly connected with edu-cloud's sales 

and partnership team first (also see Appendix 10.17).  

Besides the edu-cloud Platform, third-party integrations will be the second key distribution 

channel. edu-cloud will offer a no-code plug-in with which its platform can be directly 

integrated into private and public LMS such as iServ (Germany's market leader for school 

software, in use at 6.000 schools) or BayernCloud Schule (provided by the federal state of 

Bavaria). These partnerships will vastly accelerate edu-cloud's adoption and present an 

attractive add-on for LMS providers, enabling them to provide their users with an easy way to 

browse and find educational offers out of "one hand".  
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While the edu-cloud Platform remains a freely accessible resource, the Toolkits shall become 

publicly sponsored in the long term. This entails governments/federal states buying a collective 

school license, which can then use edu-cloud Toolkits for free. This strategy has already proven 

successful for established offers such as the German online reading tool Antolin. Also, edu-

cloud will closely cooperate with school consultancies, further accelerating its popularity and 

usage. Content formats such as the edu-cloud newsletter or podcasts, as well as ecosystem 

components such as event ticket sales, also hold substantial monetization potential in the future. 

However, they serve the primary purpose of building a solid community, brand, and reach, and 

the associated revenue potential will likely be neglectable over the first years. 

5.3. Pricing and Revenue Model       
As the idea of edu-cloud Toolkits does not exist on the market yet, competitor-based pricing 

cannot be considered a suitable pricing approach. Furthermore, since it presents a software 

offering with no fixed Cost of Goods Sold (COGS), cost-based pricing was also excluded. Thus, 

a value-based approach was adopted. For this, the user interviews provided valuable insights 

about willingness to pay: While teachers naturally prefer using tools via a school license, it 

became evident they are willing to pay between 5€ to 15€ per month for digital offers if their 

quality and ease of use convince them. Additionally, the interviewees stated they prefer a 

monthly subscription model with a lower fee over a higher one-time payment. This, combined 

with the possibility of canceling the subscription monthly, decreases the financial entry barrier 

for new customers. Considering that edu-cloud Toolkits present a discounted product bundling 

of digital offerings, package prices are set at 14.99€ and 24.99€ per month. Setting a fixed 

price for schools proved difficult due to their varying budget constraints. Considering the cost 

of licenses they currently use (between 500€ and 2.500€ p.a.), 2.499€ and 3.499€ are 

expected to present reasonable average package prices. However, prices can vary depending on 

the terms and conditions negotiated with the individual tool providers as well as the size and 
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number of classes. To further decrease entry barriers, both - teacher and school licenses - come 

with a free trial month. For partnership packages, competitor-based pricing was adopted, and 

prices of 2.999€ (Premium Platform profile), 1.999€ (Bronze Sponsorship), 3.999€ (Silver 

Sponsorship), and 5,999€ (Gold Sponsorship) are in line with current market standards. 

6. Product and Technology Roadmap 
The long-term product roadmap focuses on three key areas which mutually reinforce each other: 

Continuous improvement of data collection and processing, the integration of new features, and 

opening up new revenue streams. 

Generating relevant data is crucial to developing a lean and personalized user experience via 

search and personalization algorithms. In the short term, new data points will be created via a) 

introducing a log-in function, incl. profile info (e.g., role, saved offers, etc.), b) introducing 

more detailed information via web scraping provider pages and content clustering, and c) 

introducing comprehensive rating and review functionalities. This will lay the ground for 

developing a personalized search experience via establishing and expanding a collaborative 

filtering algorithm through specific user-offer mapping. Furthermore, gamification and a 

granular search bar will be introduced. Also, analytical partner insights on user behavior and 

competitive pricing will become more comprehensive, leading to higher monetization potential. 

In the medium to long term, the database will be further extended by cooperating with tool 

providers to access users' behavior on their websites and applications. This will lead to more 

holistic and effective learning across offerings via personalized recommendations. Please see 

Appendix 11.15 for a detailed product roadmap, including current and newly generated data 

points as well as respective envisioned product features. Generally, edu-cloud plans to invest 

over 290.000€ in product improvements in the upcoming three years. The size of the product 

and operations team will be further increased, and all Research and Development (R&D) 
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processes shall be fully internalized by 2025 (please see Financial Projections for details and 

refer to Appendix 10.16 for more information on initial technical partnerships). 

7. Financial Projections (2023-2025) 
7.1. Assumptions 

This section outlines the key assumptions forming the basis of edu-cloud's Financial 

Projections. Especially startups underlie many uncertainties, and financial projections are likely 

subject to high fluctuations and must be frequently adjusted. Thus, this part only covers the first 

three years of edu-cloud’s operations.  

7.1.1. Seasonality 

edu-cloud is exposed to some extent of seasonality. Demand is expected to peak at the 

beginning of a school year as schools and teachers are more open and motivated to try out and 

introduce new tools at this point. Furthermore, the yearly budget of schools is still untouched. 

7.1.2. Sales Pipeline 

Figure 9 shows edu-cloud's expected sales numbers from 2023 to 2025, divided by regions and 

products. All sales numbers are based on the assumptions made under Market Sizing, Valuation, 

and Capture. It can be seen that edu-cloud's sales numbers show some fluctuation due to 

seasonality. However, as outlined under Profit and Loss Accounts and Cashflow Projections, 

edu-cloud does not face liquidity risk in months showing fewer sale numbers. Total sales 

amount to 10.288 in 2023 and increase to 26.198 in 2023 and 34.801 in 2025.  

Figure 8: Seasonality 

Figure 9: Sales Pipeline 2023-2025 
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All sales metrics are based on the sales numbers outlined in Figure 9. For all transactions, a 

Payment Service Provider (PSP) fee consisting of a fixed fee (0,10€) as well as a percentage 

share of transaction volume (1.5%) is deducted. 

7.1.3. Customer Lifetime  

The Customer Lifetime (CL) differs among user groups and is based on secondary research of 

similar offerings in other industries and customer interviews. Teachers are expected to have an 

average CL of three months. While some will stay with edu-cloud for several months as they 

enjoy the flexibility, to others, edu-cloud will only serve as an entry point to try out some offers 

before turning to a cheaper direct license of one single tool. However, the latter user type does 

not threaten edu-cloud Toolkits as their short CL is weighed up by highly digital-receptive 

teachers wanting to enjoy their flexibility and personalization long-term (also see Competition 

and Competitiveness). Therefore, three months is expected to present a reasonable average CL 

for both types of users. The same pattern holds for schools even though their product stickiness 

was revealed to be higher, and a CL of 18 months is assumed. Finally, EdTech partnerships aim 

to present a long-term commitment with increased network effects over time. Therefore, they 

are estimated to last for three years on average. 

7.1.4. Personnel Expenses 

Personnel expenses constitute a main cost driver for edu-cloud, and a detailed staffing plan 

listing paid salaries can be seen in Appendix 10.17. Paid salaries incl. non-wage labor costs, 

amount to 270.700€ in 2023, 818.500€ om 2024, and 1.382.025€ in 2025. Further indirect 

labor costs included in the financial projections are as follows: Cultural expenses such as team 

events and staff training (2023: 12.000€, 2024: 24.000€, 2025: 60.000€), travel expenses 

(2023: 3000€, 2024: 6.000€, 2025: 9.000€), and compensations for board members (2023: 

2.500€, 2024: 5.000€, 2025: 7.500€ p.a. per member). 
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7.1.5. Marketing and Advertising 

Another main cost driver is marketing 

and advertising. Costs are estimated at 

150.000€ in 2023, 200.000€ for 2024, 

and amount to 250.000€ in 2025. 30% 

of the budget will be spent on online 

marketing in the form of Google (2%), 

Facebook (11%), Instagram (11%), and LinkedIn (6%) ads. 50% is spent on offline marketing 

in the form of event presence (10%) and teacher ambassadors (40%) who are expected to serve 

as a critical accelerator for edu-cloud's popularity in schools (see Appendix 10.14). The 

remaining 20% is spent on campaigns and promotions such as Freemium and referral programs.  

7.1.6. Research and Development 

edu-cloud's R&D costs are calculated as a percentage of net sales. In the first year, 2.5% of net 

sales are projected, which will increase to 5% in 2024 and 7.5% in 2025. They amount to 

12.685€ in 2023, 86.401€ in 2024, and 193.480€ in 2025. 

7.1.7. Investments and Depreciation 

The highest investment constitutes edu-cloud's platform development, including the English 

version of digital-classroom.co.uk as well as the functionalities of Toolkits such as SSO 

(100.000€). This price is based on providers' estimates and can be considered reasonable 

considering the platform's medium complexity. Further investments are intangible assets, 

namely laptops (4.500€) and smartphones (3.960€) every full-time employee will be provided 

with. A detailed overview of asset investments can be seen in Appendix 10.18.  

Due to edu-cloud's asset-light business model, depreciation only concerns the intangible asset 

of the platform, which will be depreciated over ten years, and the IT hardware, which will be 

depreciated over five years. A detailed depreciation can be found in Appendix 10.19 and stands 

in line with the IFRS accounting standards.  

Figure 10: Marketing Expenses and Sales Numbers 2023 
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7.2. Profit and Loss Accounts 

Figure 11 shows edu-cloud's Profit and Loss (P&L) statement for the first three years. In 2023, 

net revenue will reach 507.386€ and increases to 2.579.737€ in 2025. After income (15.8%) 

and non-profit (75%) taxes, a net income of -39.070€ is expected in the first year, increasing 

to 437.399€ in 2024 and 524.371€ in 2025. The net profit margin is expected to grow from  

-7.7% in 2023 to 25% in 2024, and 20% in 20252. In addition, from 2023 to 2025, edu-cloud 

will be able to invest 870.578€ for non-profit purposes such as supporting low-income families 

via "edu-cloud scholarships", offering free teacher training, or equipping schools with 

necessary hardware and digital infrastructure. Please see Appendix 10.20 for the P&L statement 

across various best and worst-case scenarios. 

7.3. Cashflow Projections  
Due to a free trial month, sales collection from Toolkits is postponed by one month. Premium 

partners and sponsorships packages are collected 30 days after payment. As depicted in Figure 

12, declining liquidity can be observed during the first year, with high investments in edu-

cloud's platform at the beginning of the year and increased expenses shortly before and during 

 
2 The decrease between 2024 and 2025 stems from substantial investments in new hires, marketing, and R&D 
expenses 

Figure 11: Profit and Loss Statement 2023-2025 
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the peak season. The final cash balance is expected to stand at 58.970€ at the end of 2023, 

31.086€ in 2024, and 31.507€ in 2025. Please refer to Appendix 10.21 for the Cashflow 

statement across various best and worst-case scenarios. 

8. Funding Requirements 
8.1. Source of Funds 

edu-cloud aims to collect 235.000€ in equity funding at the Seed stage. The founder's 

contribution amounts to 100.000€ (50.000€ each). The remaining 135.000€ are preferably 

collected from Business Angels, who bring in a network and, in the best case, comprehensive 

expertise in the EdTech industry. Furthermore, only business angels showing a high 

identification and long-term commitment to edu-cloud's mission and vision can invest to ensure 

a strong alignment between the founders and investors (Prohorovs, Bistrova, and Ten 2019). 

Regarding non-equity funding, edu-cloud will apply to the German EXIST program under 

which the founding team receives a startup grant for 12 months. This includes a salary of 

2.500€ per month and coaching expenses of 5.000€ for up to three founding members. The 

most important prerequisite is that the planned business idea must be an innovative, technology-

oriented, or knowledge-based product with significant unique selling points and good prospects 

of economic success (BMWK 2022). As edu-cloud fulfills these criteria, it has a high chance 

of being admitted to the program. Additionally, edu-cloud will be supported by the National 

Endowment for Democracy (NED) foundation with a 30.000€ grant per year for three years. 

Figure 12: Cashflow Statement 2023-2025 
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The NED foundation is a private, non-profit foundation dedicated to the strengthening and 

growth of democratic institutions and has already agreed to support the edu-cloud project with 

the above-stated grant (NED Foundation 2022). 

Aiming for Venture Capital (VC) funding has also been considered but was decided against due 

to its involved downsides of preference shares, busted convertibles, and the barriers they present 

to taking on new investors. Also, the business model of finding outlier deals that provide two 

to three-digit returns within an investment horizon of five to ten years does not match edu-

cloud’s growth and return-on-investment (ROI) philosophy (see Shareholder Structure and 

Exit). Furthermore, debt financing was waived as business angel funding is considered more 

valuable and contributes to closing existing skill gaps. If the worst-case scenario applies, 

revenue-based financing via companies such as Capchase and short-term unsecured business 

loans present viable options to bridge liquidity risks. 

8.2. Use of Funds 

Most Seed funding will be invested for the formation and 

startup costs shown in Figure 13. The remaining funds are used 

within edu-cloud's working capital to finance marketing 

expenses, build a user base, and create network effects early on. 

8.3. Shareholder Structure and Exit strategy 

The shareholder structure of edu-cloud can be seen in 

Figure 14. As mentioned above, each founder 

contributes 50.000€ and holds an equal equity share 

of 37%. Initially, it is planned to bring six business 

angels on board who get offered a share between 2% 

to 2.5% depending on investment size. 

Figure 13: Formation and Startup 
Costs 

Figure 14: Shareholder Structure 
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Furthermore, an option pool for employees worth 12.5% in equity will provide a strong 

incentive for recruiting and retainment (Index Ventures n.d.).  

Even though there is no systematical answer to how a startup can and should be valued, the 

Discounted Cashflow (DCF) method, Venture Capital method, or the use of multiples present 

some of the most popular approaches (Miloud, Aspelund, and Cabrol 2012). As edu-cloud does 

not present the “bread and butter” VC case, and no similar offers exist on the market yet, the 

two latter methods have been waived for valuation, and the DCF method was considered the 

most appropriate approach (see Appendix 10.22). Due to edu-cloud's low asset intensity and its 

organic generation of cash flows, no additional funding (apart from the initial 135.000€ 

business angel contribution in the first year) is expected to be needed to start and maintain 

operations. The current company value stands at 53.5€ Mio and is expected to increase to 

83.9€ Mio over the next 5, 120.9€ Mio over the next ten, and 139.9€ Mio over the next 15 

years. This growth trajectory is in line with edu-cloud's vision to build a long-term sustainable, 

profitable business without putting high growth and scale first. 

Figure 15 compares investors' required Internal Rate of 

Return (IRR) with their actual IRR over different 

investment periods and, thus, company valuations. It 

shows that investors can expect an IRR between 10% and 

118% (without follow-up investment) depending on their 

investment horizon. If no liquidity event happens within 

an investment horizon, investors and employees are 

offered a buy-back, financed out of organic cash flows. 

Thus, it will be subject to a cap depending on actual cash 

flow development. This underlines the desired long-term commitment of business angels who 

are not eager to realize short-term, high-multiple returns but primarily see themselves as an 

Figure 15: Data Table – Actual IRR without 
Follow-up Investment vs. Required IRR vs. 
Investment Period (assumed cap at 2% of DCF 
valuation) 
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essential building block of realizing edu-cloud's vision. They will also get the opportunity to 

top up their equity contribution and share over the following years; however, a combined 

founder's share of at least 55% will always be insured. A detailed overview of returns, equity 

stakes, future investment values, and corresponding investment periods for different scenarios 

can be found in Appendix 10.23 to 10.29. The Appendices also demonstrate that edu-cloud’s 

envisioned shareholder structure leaves enough equity space to onboard new investors if needed 

without the founders being diluted to an extent endangering majority ownership. At the same 

time, it still holds sufficient upside potential for existing and new investors.  
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10.2 Company Description: Envisioned Features of the edu-cloud Platform 

- Log-in function and personal spaces for saved educational offers, activity overview, 

personalized suggestions, and gamification (i.e., different digital expert levels based on 

activity, given reviews, etc.). 

- Comprehensive product information, incl. ratings, reviews, demos, actionable advice 

for usage and best practices, direct contact possibility, etc. 

- Community corner with different blogs and content corners and the possibility for 

discussions and best practice sharing among users. 

- Search bar based on personalized search algorithms (i.e., depending on a digital native 

level, federal state, previously viewed/rated offers, etc.). 

- App-Store: It is important to note that all listed edu-cloud offers will go through an in-

depth assessment concerning 1) GDPR-compliance, 2) child/youth suitability, and 3) 

pedagogical impact. This ensures a high-quality curation of offers and positions edu-

cloud as an education "App Store" based on which all users can download new tools to 

their pupil's/children's devices without having second thoughts. 

10.3 Company Description: Team and Founders 

Founders and Managing Directors (MD) 

Verena Pausder: Founder and MD 

Verena Pausder is one of the best-known faces of the German startup 

scene. She is an entrepreneur, investor (30+ business angel investments), 

digital education expert, author, and founder of Fox & Sheep (developer 

and provider of children's Apps) and the HABA Digital Werkstätten 

(creative educational and experiential space for children, families, schools, and companies). In 

2017, she founded Digitale Bildung für Alle e.V. (non-profit organization with the mission to 

create new chances via new education). During the Corona period, she put homeschooling-
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corona.com online and initiated the country's largest education hackathon, #wirfürschule 

("#weforschool"). For this, she was honored by Handelsblatt (leading economic and finance 

newspaper in Germany) and BCG as 2020 thought leader. In 2016, she was named a Young 

Global Leader by the World Economic Forum. In 2018, she was included in Forbes Europe's 

Top 50 Women in Tech list. Furthermore, she is on the advisory board of DELIUS (textile 

manufacturer founded in 1722, 300 employees, 60 Mio revenue per year) and Röhlig Logistics 

(founded 1852, 2.300 employees, 2.5 bn revenue per year), a university counselor at CODE 

University in Berlin, and founder of the #stayonboard initiative.  

Louisa Strasser: Co-Founder and MD 

Louisa Strasser holds a B.Sc. in International Management from ESB 

Business School (awarded #1 German university of applied sciences for 

International Business Management in the WirtschaftsWoche ranking 

(leading German economic newspaper), a B.A. in Global Business from 

Dublin City University, and currently pursues an M.Sc. in Business Analytics at NOVA SBE 

(awarded #1 executive educational institution in Portugal and #22 worldwide in the Financial 

Times ranking). She previously worked in Project Management at Mercedes, Business 

Development at EMIL Group (InsurTech scale-up), Consulting at BCG, and was part of the 

Pre-Seed investment team at Picus Capital (leading European VC investor with 150+ portfolio 

companies).  

Team 

Christa Dahl: Head of Customer Success and Partnerships 

Christa holds a B.Sc. in Economics from the University of Göttingen and 

an M.Sc. in Applied Business Languages from the University of Bremen. 

She is an expert in digital education, a teacher, and board member of the 

Digitale Bildung für Alle e.V. She has 10+ years of experience in project and CSR management. 
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Previously, she worked as a project manager at EuroGroup (global leader in sourcing solutions), 

Head of the Corporate Responsibility department at Wünsche Group (international service and 

trading company), and Executive Assistant at BOSCH. 

Samuel Kuhn: Head of Digital Strategy and Web- & Cloud Development  

Samuel holds a B.Sc. in Engineering and Application Management from 

the dual university of Baden-Württemberg (awarded #1 in the ranking of 

universities of applied sciences by the management magazine) as well as 

an M.A. in Corporate Media from the University of Leipzig. He is a consultant on state-of-the-

art solutions in the area of sales and marketing at Siemens. With his agency, qn-concept, he 

developed and designed 50+ web applications. Furthermore, he provides independent 

consultation services in social media and communication. 

Please see the section Staffing and Operations to find more details on individual 

responsibilities, edu-cloud's future hiring plan, and how potential skill gaps will be filled. 

Board and Advisors 

The edu-cloud team is complemented by a strong set-up of advisors: serial entrepreneurs, 

education experts, and Tech and AI leaders. As such, they will help build up edu-cloud's 

momentum by supporting operational and strategic decision-making. The advisory board 

includes: 

Max Maendler: Max is an entrepreneur, business angel, and founder of eduki (leading platform 

for teaching materials in German-speaking countries) and Regis24 (online credit agency). 

Furthermore, he co-initiated #wirfürschule. 

Franziska Schmid: Franziska is a German entrepreneur and founder and managing director of 

Junge Tüftler (organization combining education for sustainable development with digital 

education). 
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Jürgen Möller: Jürgen is a teacher and educator who has developed a home learning training 

program that has already reached over 10,000 students and strengthened their future skills. 

Nicole Büttner: Nicole Buettner is an AI entrepreneur, investor, and board member. She is the 

founder and CEO of Merantix Momentum, an IT company specializing in artificial intelligence. 

She is also on the management team of Merantix AG, an AI venture studio that incubates AI 

companies and has been named one of the top 10 AI startups multiple times by Forbes and 

Bilanz, among others. 

10.4 Company Description: Current Partner Network of Digitale Bildung für Alle e.V. 
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10.5 Company Description: SWOT Analysis 

 

10.6 Market Analysis: Market Size per Geography and Target Group 
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10.7 Market Analysis: Assumed Product Splits 

 

 

 

 

 

 

10.8 Market Analysis: Market Valuation per Target Group 

 

 

 

 

 

 

 

 

 

 

10.9 Market Analysis: Market Capture per Target Group 
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10.10 Market Analysis: Industry Overview and Market Trends 

To enhance learning and teaching in the classrooms and beyond, EdTech refers to hardware 

and software that is used to educate students digitally. By leveraging technology for learning 

and teaching, EdTech products and services help students overcome obstacles to comprehensive 

education and improve their educational outcomes. As a digital companion for finding such 

hard- and software and ultimately effectively using them, edu-cloud operates in the EdTech 

sector. The size of the global market for EdTech was estimated at USD 106.46 billion in 2021 

and is anticipated to increase at a CAGR of 16.5% from 2022 to 2030  (Grand View Research 

2021). Besides the growing awareness and experienced "tech boom" due to the Covid19 

pandemic, this trend is further accelerated by the following developments:  

In 2021, the K-12 sector led the market, accounting for more than 40% of worldwide sales. The 

large proportion is due to the rising trend of game-based learning in the K-12 sector. Most K-

12 instructors support gamification projects in schools to improve students' learning skills by 

incorporating practical, project-based work. Integrating technology in this area also allows for 

immersive material and experiences, such as virtual field excursions and sophisticated lab-

based experiments, resulting in an engaging learning experience (Grand View Research 2021; 

Future Market Insights 2022). Increasing student involvement has become one of educators' top 

priorities. As a result, market players addressed these concerns by introducing digital devices 

such as interactive whiteboards and switching from projector-based displays to touchscreen 

displays. Thus, these so-called "smart classrooms" are accelerating the expansion of the EdTech 
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business, increasing students' involvement and resulting in higher academic performance 

(Fortune Business Insights 2022).  

However, schools must first be equipped with digital infrastructures, such as fast Wifi and 

tablets, before EdTech software and tools can be used. The digitization of schools differs among 

geographies, and Scandinavia is often seen as a pioneer in that respect. There, the corresponding 

infrastructure is available almost nationwide (Kreusel and Meidinger 2022). However, other 

EU countries are increasingly following suit by increasing government spending to equip 

schools with the necessary infrastructure with programs such as the 6.5bn DigitalPakt in 

Germany.  

Concerning end-user trends, in 2021, the business segment led the market with a 65% global 

revenue share. This can be attributed to an upsurge in partnerships among educational institutes, 

EdTech firms, and content creators holding significant opportunities and increasingly becoming 

a critical part of the digital education sector. As described above - one of the main drivers of 

edu-cloud's reach and success will be the continuous build-up of partnerships. Thus, edu-cloud 

can take advantage of this development. At the same time, public and private offerings are 

increasingly competing against each other, and edu-cloud can profit from both by positioning 

itself as a partner for both sides (see Competition and Competitiveness). 

Furthermore, the consumer segment of EdTech offerings is expected to experience significant 

growth in the following years. This will be driven by the growing awareness among students, 

parents, and teachers of the chances and opportunities of digital educational offerings (Grand 

View Research 2021). Children need to be empowered to become responsible citizens of 

tomorrow and learn the necessary skills and tools to live and work in a digital world in a self-

determined way, regardless of their social background. 

To sum up, the market conditions for edu-cloud's offering are favorable and demonstrate a clear 

"why now". Simultaneously, upcoming challenges such as increased immigration and teacher 
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shortage make the accessibility and penetration of digital educational tools indispensable 

(Dettmers 2022). They relieve teachers and open up new possibilities for personalization and 

inclusion (i.e., personalized learning paths, automatic translation services, etc.). 

10.11 Customer Persona and Competitiveness: List of Conducted User and Expert 
Interviews 

 

10.12 Customer Persona and Competitiveness: Competitive Advantage and Customer Value 
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10.13 Customer Persona and Competitiveness: In-depth Assessment of Competitor Groups 

Search Engines and Platforms 

 

 

 

 

 

 

 

 
 

Communities and Alliances  
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Politically Initiated Projects 

 

 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 

 
10.14 Marketing and Sales Strategy: Detailed Promotion and Communication Strategy 

Online Marketing Communication     

Pursued online marketing activities can be divided into three categories: search engine 

marketing, content marketing, and social media marketing. First, edu-cloud will extensively use 

search engine advertisements for related search engine queries. This will cover phrases such as 

"digital education", "digital learning", "homeschooling", and "digital classroom". The 

competitor analysis and keyword research showed that there is generally a low level of 

competition concerning the bidding for related search terms and comparably high search 

volume, presenting beneficial circumstances. In addition to active online measures, passive 

online visibility will be promoted through SEO to improve edu-cloud's organic ranking 
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regardless of paid ads for the abovementioned keyword searches. This is primarily driven by a 

content marketing strategy integrating traffic-generating keywords on its website. 

The content marketing strategy supports organic ranking and provides valuable information for 

users and potential customers. The content marketing strategy will mainly consist of the 

newsletter, blogs, and social media posts in the early stages. Later on, content in video and 

podcast format will be added. This story-telling approach reinforces edu-cloud's key value 

propositions and underlines its co-creative branding process. 

Social media advertisements present the third part of edu-cloud's digital marketing strategy. 

Primary and secondary research revealed that its primarily targeted user profile of digital-

receptive teachers actively uses their social media accounts. Instagram and Facebook are the 

two most commonly used apps (MDR Marketing Team 2018). Therefore, besides paid ads, 

cooperation with Facebook groups and teacher influencers on Instagram will present key pillars 

for social media marketing. 

Offline Marketing Communication 

edu-cloud's non-digital marketing strategy focuses on representing it at teacher training, 

educational fairs, and conferences. edu-cloud will first stick to the biggest and most popular 

fairs, such as didacta, before launching its own events and formats due to limited marketing 

budget (see Financial Projections). Such representations will be supported by branded edu-

cloud banners, merchandise, goodies, and flyers to build a trustful user relationship from the 

beginning and incentivize word-of-mouth propaganda.  

Furthermore, "early adopters" will become teacher ambassadors at their schools. This can, for 

instance, solely involve introducing edu-cloud to the staff or entail interactive workshops 

covering exemplary user journeys on how it is best used and what possibilities it holds for 

bringing digital tools to the classroom easily and effectively. 
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Campaigns and Promotions 

Two main campaigns will take place each year. The first is before the start of the school year, 

which is expected to be the peak season for edu-cloud's product (see Financial Projections), 

and the second is shortly before Christmas. Also, to build up network effects, market launches 

will be accompanied by Freemium campaigns for the first sign-ups, and referral programs 

present a key pillar of the overall marketing strategy. Figure 16 shows the expected marketing 

expenses in 2023, along with the number of new sales. 

10.15 Technology Roadmap: Details on Short- to Long-Term Generation of Data Points and 
Functionalities 
 
Short term 
  
Data Points 
 

• Available data points 
o General 

• Filter "tags" 
• Number of clicks per filter/categories/subpages/offers 

o User-specific 
• Dwell time 
• Clicked filters/categories/subpages/offers 
• Country 
• State 
• Browser 
• Operating System 

 
 

Figure 16: Marketing Channels and Number of New Sales 2023 
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Functionalities 
 

•  Through currently already available data points such as stored filter categories and click 
behavior: 

o Relevant search  
• "Users who clicked XY also liked..." 
• "Similar offers to XY"  

o Selection option "Sort by” 
• popularity (most clicked offers/filters) 
• alphabetically 

  
Medium-term 
 
Data Points 
 

• Available data points 
o User-specific (profile) 

• Introducing a log-in function incl. profile info 
• Role (student, teacher, parent, principal, other) 
• Saved offers 
• Rating and comment history 
• One-time verification of users via edu-cloud log-in (SSO), allowing 

them to log in automatically to all certified offers  
o Landing pages (LPs) per offer 

• Further information/descriptions/possible applications 
• Price 
• Qualitative ranking across different categories/criteria + comments 

o In cooperation with providers 
• Cookies/website behavior on the provider side/in their application 

o Other 
• Web scraping of provider pages + clustering of content 

  
Functionalities 
 

• "Search bar" for offers/topics and direct playout of relevant offers (alias Producthunt) 
• Gamification approaches (i.e., „digital expert levels”) 
• Relevant search 

o Display offers with the highest ratings first 
o Automatic pre-filtering by role 

• Personalized search (user + item-based) 
o Build and expand collaborative-filtering recommendations through specific 

user-offer mapping (if no ratings are available, based on clicks) 
o Expansion of content-based recommendations through more content on LPs + 

web scraping 
• Partner Insights 

o Customer insights (persona + search/completion behavior) 
o Competitive Pricing  
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Long-term 
  

• Available data points 
o In collaboration with providers 

• User behavior across offerings (e.g., in learning apps, on the website, 
etc.). 

  
• Functionalities 

o Students: playing out personalized recommendations to make the learning 
process more holistic and efficient 

• e.g., student: "you seem to be very interested in science; in teech's circles, 
you can take the first step into this professional field and exchange ideas 
with mentors") 

• e.g., "70% of your class completed the simpleclub course XY, especially 
fractions caused problems. Math app XY has more courses for this, and 
you can find extensive learning materials on this topic on XY." 

o edu-cloud as a "digital companion" that takes users individually by the hand 
depending on their role/needs when searching for and using offerings (e.g., in 
the first step through question catalog/decision tree and iterative development 
and expansion of a machine learning algorithm) 

 
10.16 Product and Technology Roadmap: Technical Partners 

The edu-cloud Platform will be developed with a web design development agency showing a 

solid track record with former high-profile customers. Especially in the beginning, a close 

collaboration enables the implementation of design and functional modifications quickly, which 

is essential to respond to customer and partner feedback effectively. Furthermore, edu-cloud 

will enter a development partnership with Merantix, a leading German AI venture development 

studio. Merantix will be a sparring partner for developing search and personalization algorithms 

and MVPs for A/B testing, such as a personalized teacher questionnaire based on a decision 

tree algorithm. However, platform development will increasingly be shifted in-house in the long 

term. 

edu-cloud's platform presents the front end, which is connected to the cloud-based database via 

Application Programming Interfaces (APIs). Amazon Web Services (AWS) will become edu-

cloud's cloud service provider for performance, security, and scalability reasons. It offers a data 

security service that includes encryption and key management, threat detection, and continuous 

monitoring of accounts and workloads. Furthermore, since the respective servers are located in 
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Ireland, the European Union's General Data Protection Regulation (GDPR) applies and protects 

the personal data of edu-cloud users (Amazon Web Service 2022). 

10.17 Financial Projections: Staffing and Operations 

Staffing 

For edu-cloud to be successful, the following operational areas need to be covered: Business 

understanding, engineering and data analytics, marketing, sales, and customer success, as well 

as high-quality content generation and maintenance (incl. translation service for digital-

classroom.co.uk). As the current team showed a skill gap in marketing and content management 

as well as technical expertise, two additional full-time employees, namely, a Head of Marketing 

& Content and a Senior Software Engineer, will be hired in year one.  Furthermore, a Sales &  

Customer Success freelancer and a working student supporting the peak season will support 

edu-cloud's operation. To meet the envisioned expansion and growth efforts, all departments 

will be continuously expanded from 2024 on. A detailed staffing plan from 2023 to 2025 can 

be seen in Figure 17.  A yearly salary increase of 20% for the first founding team key hires, a 

10% yearly increase for full-time, and a 5% yearly increase for part-time employees is included. 

The two founding members are financed by the EXIST scholarship (see Funding Requirements) 

over the first year and, thus, do not receive a salary from edu-cloud itself. Additionally, 25% of 

non-wage labor costs are added (Eurostat 2022).  
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Operations 

edu-cloud is a SaaS provider, which means it is not linked to a production site or any other 

location. Given this flexibility and the high cost of renting an office, working from home will 

be the favored working mode. If needed for team workshops or offsites, flexible workspaces 

will be rented. This operation mode allows broader recruitment options, as high-potential 

candidates can be employed without geographical limitations. Regarding equipment and 

infrastructure, each full-time employee will be provided with a work cell phone and a laptop, 

including the Microsoft 395 Business Basic package. Microsoft Teams will be used for intra-

team communication (see Financial Projections). 

 

 
  

Figure 17: Staffing Plan 
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10.18 Financial Projections: Asset Investment Plan 
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10.19 Financial Projections: Asset Depreciation Plan 
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10.20 Financial Projections: Profit and Loss Statement – Best and Worst Case Scenarios 

 

10.21 Financial Projections: Cashflow Statement – Best and Worst Case Scenarios 

 

10.22 Funding Requirements: Three-stage DCF Model 

Input Parameters 

 

 
2023-2028 

 
2029-2033 
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2034-2040 

 
 
Key Output Parameters 

 
 
Free Cash Flow  
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10.23 Funding Requirements: Data Table – Equity Share without Follow-up investment vs. 
Actual IRR vs. Investment Period (external equity stake capped at 2% of DCF valuation) 
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10.24 Funding Requirements: Data Table – Future Value of Investment without Follow-up 
Investment vs. Actual IRR vs. Investment Period 
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10.25 Funding Requirements: Data Table – ROI without Follow-up Investment vs. Actual 
IRR vs. Investment Period 
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10.26 Funding Requirements: Data Table – Actual IRR with Follow-up Investment vs. 
Required IRR vs. Investment Period (external equity stake capped at 45% of DCF valuation) 
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10.27 Funding Requirements: Data Table – Equity Share with Follow-up investment vs. 
Actual IRR vs. Investment Period (external equity capped to 45%) 
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10.28 Funding Requirements: Data Table – Future Value of Investment with Follow-up 
Investment vs. Actual IRR vs. Investment Period (external equity capped at 45%) 
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10.29 Funding Requirements: Data Table – ROI with Follow-up Investment vs. Actual IRR 
vs. Investment Period 
 

 
 
 


