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The sector is undergoing a structural metamorphosis, shifting from a
volume-based factory model to a value-based "Phygital" economy.

Market vs. Volume Structural Transition Value Capture
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Key Insight: The '20-Year Assembly Line’ social contract is broken; employability and ‘K-12 Alpha’ are the new currencies for investors.
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A demographic ‘Leaky Bucket’ is contracting total student volume, yet
private sector revenue surges as parents vote with their feet

Total Student Enrollment Decline (2018-2025) The Great Migration (2-Year Shift)
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The market is polarized: a small percentage of students in the Premium
and Masstige tiers drive a massive percentage of total sector value

2024 Market Value

Govt [ Aided (Approx. $1.01L Cr combined) Only 3.6% of students

Government i
Govt Aided  (0.66L Cr) drive 40.3% of value.
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Traditional EBITDA metrics are insufficient; investors must audit for
‘K-12 Alpha’ to survive the ‘Great Filter" of regulatory consolidation

The K-12 Alpha Scorecard

1. Agentic Fluency
(Al Speed)
(3]

5. Cross-Disciplinary ° ° 2. Resilience
Synthesis Quota (EQ)
y  High Alpha
School Profile
Due Diligence Essentials
v/ EWS Compliance
v/ Land Title (OpCo-PropCo) & >
o 4. Critical Reasoning 3. Vocational Agility

v/ Digital Infrastructure (Debate) (Skills)

The Great Filter:
Regulatory Risk

A\, Dummy School

Crackdown: 150+ CBSE

affiliations revoked in
2024.

A\ Consolidation: 15-20%

of sub-scale schools
expected to

close/merge (2025-28).

A\ PE Red Flag: Schools
with no physical
campus or high
teacher attrition.

Source: RAYSolute Consultants Analysis; Government Notifications (CBSE); Industry Reports
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The pure B2C EdTech bubble has burst, clearing the way for
‘Phygital’ incumbents and B2B ‘School-as-a-Platform’ ecosystems.

EdTech Funding Collapse [J] Navy [ Terracotta The Phygital Model: PhysicsWallah
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The B2B Pivot: 36.5% of schools are offline. The opportunity is ‘Offline-first’ Al solutions on SD-cards.
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The South leads in premiumization and IB adoption, serving as a
launchpad for the “Great Redistribution” of student talent

Northern
30% Revenue Share.
Volume Heavy [ Masstige

Western
28% Revenue Share.
Corporate Wealth

10% Revenue Share

¥ Southern
32% Revenue Share.
Tech-Driven
Premiumization.

The Fertility Divide
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International Board Surge

+4444%

Increase in IB World Schools since 2020

Premium schools act as ‘Ghar Wapsi’
infrastructure for returning NRls.

Source: Education Ministry of India; IB Official Data; /A NotebookLM



Discovery mechanics have shifted: Parents now use Agentic Al for selection,
making ‘Generative Engine Optimization’ (GEO) the new marketing battleground

1. Semantic
Entity Design

Schema Markup for
Al Recognition

2
Prompt-Space
Mapping
Answering "Best
School™ Queries

Traditional SEO vs. GEO

The GEO

Old Way: Keywords & Backlinks.

% Playbook
: : ional
New Way: Entity Authority & Cunv?:f;tluna ¥ 3. IndexNow
Answer Engine Optimization. Natural Language Integration

Q&A Real-time Content

Indexing

4. Citation
Authority

Trusted Academic
Registries

Agentic Al Definition: Moving beyond Chatbots to Agents that execute workflows like "Hyper-Personalized Pedagogy”.



Structural innovation via OpCo-PropCo models and the Social Stock
Exchange is unlocking institutional capital despite non-protit mandates.

OpCo-PropCo Model Social Stock Exchange (SSE)

PropCo (For-Profit) 74 H \3
e Owns Real Estate & IP
e Absorbs CapEx Zero Coupon Zero
* Collects Lease/Mgmt Fees Principal (ZCZP)

L-\——a,

* No Debt Service Obligations

» Philanthropic Capital for Specific Projects
(e.q., Voc-Labs)

» Market Validation: SGBS Unnati Foundation
Listing

OpCo (Non-Profit Trust)

e Runs Academics
e Collects School Fees
e Pays Lease to PropCo
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High real estate costs necessitate a ‘Hub-and-Spoke’ architecture,
replacing the factory campus with decentralized ‘Edu-Pods’.

Distributed Edu-Pod Architecture
Edu-Pods (Micro-Campuses)

Gated Communities, Al Tutors,
Foundational Academics
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Foundational Academics

Edu-Pods (Micro-Campuses) £ I 00000

Gated Communities, Al Tutors, WEUEEReELTTEES)
Foundational Academics

=15 Edu-Pods (Micro-Campuses)
Sports, Labs, Arts, (UEERELLIEESN  Gated Communities, Al Tutors,

Periphery Location Foundational Academics

Global Benchmarks

The Alpha School (Austin) Lumiar School (Brazil) Green School (Bali)
2-Hour Learning + Life Skills. Digital Mosaic Curriculum.

Net-zero sustainability.

Agentic Al Definition: Moving beyond Chatbots to Agents that execute workflows like ‘Hyper-Personalized Pedago



Solving the employability crisis requires dignifying vocational
skills and deconstructing the monolithic 'Teacher’ role.

The Ancient Educator Taxonomy

Charaka
Wandering Scholar / Global Expert.
Guru
Life Mentor / SEL Coach.
Adhyapaka
Subject Expert / Master of Practice.

Shikshak

Foundational Instructor / EQ.

Regulatory Fix:
"Master of Practice”

Adapting UGC norms for K-12
to allow non-B.Ed. certified
artisans (coders, carpenters,
electricians) to teach
vocational skills.

We must dignify vocational
skills to solve the
unemployability crisis.

Policy Innovation: Reimagining Teacher Roles for Vocational Dignity. e



The roadmap to Viksit Bharat 2047 requires dismantling the
factory model to build 'Ashram 5.0' ecosystems.

From Education
(@ Adopt K-12 Alpha: Audit for resilience 4.0 to Citizen 5.0

and agency, not just grades.

Strategic Imperatives for Investors &
Operators

@ Implement GEO: Dominate Al “The window for
discovery channels. intervention is narrowing.
@ Leverage SSE: Utilize ZCZP bonds for The factory model must
Infrastructure. - ”
be dismantied.

v} Deconstruct Roles: Hire ‘Masters of

Practice’ for vocational dignity. Transitioning from a rigid, industrial-era education system

to a holistic, human-centric model for the 21st century.
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