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ABSTRACT 

In recent years, the EdTech sector has experienced both extraordinary growth and devastating 
decline. BYJU'S, founded in 2011 by Byju Raveendran, grew to become the largest EdTech 
company in India at a valuation exceeding US$22 billion. This case study details how BYJU'S 
achieved tremendous growth through advanced technologies in educational pedagogy, aggressive 
marketing strategies, and strategic acquisitions — and how the same components that fuelled its 
meteoric rise created conditions that led to its rapid decline. The study examines the key strategic 
and operational factors driving BYJU'S growth, analyses the risks posed by its acquisition and 
expansion strategy, investigates governance failures, and distils lessons applicable to other startups 
and EdTech firms. A systematic method is employed using secondary research data including 
publicly available financial data, investigative news stories, and industry analyses. 
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I. INTRODUCTION 

Education technology is one of the fastest-growing 
industries in the 21st century. The emergence of 
smartphones, affordable high-speed internet, and 
recognition that traditional educational systems 
cannot fully meet global needs have together 
created a fertile landscape for EdTech innovation. 

BYJU'S emerged as a landmark example of what 
education technology could achieve. It did not 
merely digitise existing content — it fundamentally 
changed how students interact with knowledge and 
created a new learning experience. The platform 
transformed the academic lives of millions of 
Indian students and, ultimately, learners 
worldwide. Yet by 2023–2024, the company that 
had represented the best of EdTech globally was 
embroiled in governance crises, a significant 
valuation decline, and unsustainable levels of debt 
— offering a cautionary tale about overconfidence, 
poor governance, and the perils of hyper-growth. 

A. Purpose of the Study 

This case study creates a well-defined, research-
backed assessment of BYJU'S evolution, intended 
for academics, business strategists, technology 

practitioners, education policymakers, and startup 
investors. The goal is not merely to discuss failures 
but to showcase the systemic factors — both 
enabling and destructive — that shaped BYJU'S 
trajectory. 

B. Research Questions 

• What were the main factors behind BYJU'S 
rapid growth? 

• How did acquisition, marketing, and expansion 
strategies pose risks to BYJU'S financial 
stability? 

• What corporate governance failures occurred, 
and what were their consequences? 

• What lessons can other startups and EdTech 
firms draw from this case? 

 

 

 

II. BACKGROUND 

A. The Global EdTech Landscape 

The EdTech industry experienced tremendous 
growth throughout the 2010s, then accelerated 
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sharply during 2020–2021 due to the COVID-19 
pandemic. The global EdTech market was valued 
at approximately US$89 billion in 2020, with 
projections suggesting a value exceeding US$400 
billion by 2025. India's EdTech sector benefited 
from unique structural factors: intense competition 
for elite educational institutions, underserved tier-
two and tier-three markets with high demand for 
quality education, and a mobile-first population 
primed for app-based learning. 

B. Founding and Early Growth 

Think & Learn Private Limited — the parent 
company of BYJU'S — was established in 2011. 
Founder Byju Raveendran had already gained 
renown for his innovative coaching sessions for the 
Common Admission Test (CAT), using real-world 
analogies, humour, and intuitive explanations to 
demystify mathematics and logic. Demand for his 
teaching grew so rapidly that he recognised the 
scalability potential and transitioned to an app-
based model. 

In 2012, Think & Learn launched its first tablet-
based learning solution, followed by the BYJU'S 
Learning App in 2015. The app quickly attracted 
students and parents through its high-quality 
animated video content and personalised learning 
paths. By end of 2017, the company had reached 
profitability and achieved global recognition. 

C. Key Milestones 

Table I: BYJU'S Key Milestones (2011–2024) 

Year Milestone 

2011 
Founded as Think & Learn Pvt. Ltd. by Byju 
Raveendran 

2015 Launch of the BYJU'S Learning App 

2017 
Achieves profitability; global recognition 
begins 

2018 
Mark Zuckerberg and Bill Gates visit BYJU'S; 
Sequoia Capital invests 

2020 
COVID-19 pandemic triggers massive surge in 
users; acquires WhiteHat Jr for $300M 

2021 
Acquires Aakash Educational Services for 
~$950M; valuation hits $16.5 billion 

2022 
Peak valuation of $22 billion; acquires Great 
Learning and Osmo 

2023 
Governance crises deepen; auditor resignations; 
severe valuation markdowns 

2024 
Insolvency proceedings initiated; founder 
acknowledges strategic failures 

 

III. PROBLEM STATEMENT 

The BYJU'S crisis represents a breakdown between 
ambition and discipline. Leadership operated under 
the assumption that growth in users, revenue, and 
market presence would justify any level of 
expenditure or governance shortcoming — a 
premise that proved catastrophic. The key 
problems can be organised into five interconnected 
categories: 

A. Unsustainable Financial Model 

Despite high revenue, BYJU'S consistently 
struggled to achieve bottom-line profitability. The 
cost structure remained heavy due to employment 
overheads, aggressive marketing expenditure, and 
costs associated with integrating numerous 
acquired companies. Compounding this, financial 
disclosures were delayed by 18 months or more, 
preventing external stakeholders from assessing the 
company's true financial health. 

B. Overextended Acquisition Strategy 

Between 2019 and 2022, BYJU'S spent billions 
acquiring companies at inflated valuations. The 
acquisition of WhiteHat Jr. for $300 million alone 
drew widespread criticism for its price and lack of 
clear strategic synergy. 

C. Corporate Governance Deficiencies 

Serious governance red flags emerged from 2022 
onwards. Deloitte resigned as auditor in 2023, 
citing concerns over financial disclosures. 
Simultaneously, three prominent board members 
from major investment firms resigned — signalling 
not only financial distress but a fundamental 
breakdown in institutional accountability. 

D. Loss of Customer Confidence 

BYJU'S sales practices drew intense criticism. 
Reports surfaced of parents being pressured into 
purchasing expensive packages without fully 
understanding their commitments, and of families 
being trapped in loan agreements against their will. 
While these tactics produced short-term revenue, 
they created lasting reputational damage. 

E. Post-COVID Market Contraction 

The pandemic-era surge in online learning was 
exceptional and temporary. As schools reopened, 
online platform usage declined across the EdTech 
sector. BYJU'S was left with a bloated cost 
infrastructure built to serve a demand level that no 
longer existed. 

IV. DETAILED ANALYSIS 

A. Growth Drivers 
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BYJU'S competitive advantage was built on four 
pillars: instructional innovation, strategic brand-
building, pandemic tailwinds, and global investor 
confidence. 

Raveendran's teaching methodology was genuinely 
transformative. By combining real-world 
examples, animated visual storytelling, and step-
by-step concept explanations, BYJU'S created 
engaging content that resonated with students who 
found conventional textbooks inaccessible. User 
data collected through the app further enabled 
personalised learning paths — delivering 
customisation at extraordinary scale. 

On marketing, BYJU'S made bold and calculated 
investments: signing Bollywood superstar Shah 
Rukh Khan as brand ambassador provided instant 
household recognition, while sponsoring the Indian 
National Cricket Team jersey placed the brand at 
the pinnacle of India's most-watched entertainment 
property. These were not impulsive decisions — 
they were deliberate leapfrog strategies designed to 
establish BYJU'S as a national and global brand at 
speed. 

The COVID-19 pandemic accelerated BYJU'S 
growth exponentially. With schools closed 
worldwide in early 2020, families urgently sought 
alternative learning solutions — and BYJU'S was 
well-positioned to capture this demand. The 
company attracted investment from Sequoia 
Capital, Tiger Global, and General Atlantic, with 
successive funding rounds at escalating valuations 
reflecting both genuine confidence and the broader 
froth in global tech investment during 2020–2022. 

B. Decline Factors 

BYJU'S acquisition strategy, in hindsight, reveals 
the dangers of investor-performance optics driving 
strategic decisions. Rather than pursuing 
acquisitions based on rigorous strategic-fit criteria, 
the company appeared to prioritise signalling 
ambition to investors. The acquired companies — 
each with distinct organisational cultures, 
technology stacks, and leadership structures — 
were never effectively integrated into a cohesive 
operational entity, preventing the realisation of 
expected synergies. 

Aggressive spending and marketing, financed 
substantially by debt, created severe financial 
fragility. As post-pandemic revenue growth 
normalised, servicing that debt became untenable. 
Delayed and opaque financial reporting further 
eroded investor confidence, making it impossible 

to accurately assess the company's actual financial 
position. 

Auditor Deloitte's 2023 resignation and the 
subsequent departure of multiple high-profile 
board members sent an unmistakable signal to the 
market: BYJU'S management was either unwilling 
or unable to address core governance and financial 
issues transparently. Externally, competitors 
including Unacademy, Vedantu, and 
PhysicsWallah were offering comparable 
educational content at significantly lower price 
points, with PhysicsWallah's "affordable 
excellence" model proving especially compelling 
in India's price-sensitive market. 

C. Comparative Summary 

Table II: Growth vs. Downfall — Comparative 
Analysis 

Dimension Growth Phase 
Downfall 

Phase 

Strategy 
Focused, innovative 
expansion 

Uncontrolled scaling 
without discipline 

Finance 
Strong investor 
backing; rapid 
fundraising 

Mounting debt; 
opaque reporting 

Brand 
Trusted, high-
visibility; nationally 
beloved 

Tarnished by sales 
scandals and 
controversies 

Operations 
Efficient core 
business; strong app 
experience 

Poor integration of 
acquisitions; 
fragmented 

Governance 
Investor confidence; 
credible leadership 

Auditor & board 
resignations; 
accountability void 

Market 
Position 

Clear category 
leader in Indian 
EdTech 

Eroded by 
competition and 
reputational damage 

 

V. PROPOSED SOLUTIONS 

While BYJU'S trajectory cannot be reversed, the 
following solutions offer EdTech companies and 
startups a framework to avoid similar outcomes. 

A. Disciplined Acquisition Framework 

A criteria-based acquisition approach — requiring 
demonstrated strategic fit, detailed due-diligence, 
and successful integration of each acquisition 
before pursuing the next — would have 
significantly reduced integration complexity and 
protected core business performance. 

Table III: Solution A — Disciplined Acquisitions 

Pros Cons 
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Reduces integration 
complexity and cost 

May slow market share 
growth short-term 

Allows core business to 
remain strong 

Competitors may fill gaps in 
interim 

Builds investor confidence 
through discipline 

Requires significant internal 
governance reform 

 

B. Proactive Corporate Governance Reform 

An Independent Board Governance Committee 
comprising outside directors with expertise in law, 
finance, and education should have been 
established to provide oversight and accountability. 
Regular, timely financial disclosures — even when 
results were negative — would have maintained 
investor confidence and prevented the catastrophic 
confidence collapse. 

Table IV: Solution B — Governance Reform 

Pros Cons 

Restores investor and 
stakeholder trust 

May surface uncomfortable 
financial realities early 

Enables early identification 
of risks 

Requires founder to share 
decision-making power 

Creates culture of 
accountability 

Short-term implementation 
cost 

 

C. Ethical Sales and Customer Relationship 
Strategy 

Transitioning from a sell-at-all-costs model to a 
transparent, consultative approach — with clear 
refund policies, independent financial advice for 
families considering large purchases, and a genuine 
complaints resolution process — would have 
protected brand equity and regulatory standing. 

Table V: Solution C — Ethical Sales Model 

Pros Cons 

Builds long-term brand 
loyalty and trust 

May reduce short-term 
conversion rates 

Reduces regulatory and 
reputational risk 

Requires retraining or 
replacing sales teams 

Aligns model with 
educational mission 

Cultural shift requires 
leadership commitment 

 

D. Profitability-First Growth Model 

Implementing a conservative growth strategy 
anchored in unit economics — ensuring 
profitability of each product or region before 
expanding — would have built a more resilient 
operational base and substantially reduced long-

term insolvency risk, even if it necessitated more 
modest near-term growth projections. 

VI. RECOMMENDATIONS & 
IMPLEMENTATION PLAN 

This section provides a phased roadmap for 
EdTech companies and fast-growing startups to 
avoid the systemic failures that led to BYJU'S 
downfall. 

Phase 1: Stabilisation (Months 1–6) 

• Commission an independent financial audit 
with a reputable auditing firm 

• Release all financial statements withheld for 
the past two or more years 

• Impose a full acquisition moratorium; initiate a 
portfolio review of each subsidiary 

• Establish a crisis communications team for 
proactive stakeholder engagement 

• Immediately cease all high-pressure sales 
activities; set up a customer complaints hotline 

 

Phase 2: Governance & Cultural Reform 
(Months 6–18) 

• Reconstitute the Board with greater than 50% 
independent directors (law, finance, education 
expertise) 

• Establish Audit and Risk Management 
Committees with genuine authority 

• Redesign the sales compensation structure to 
reward customer satisfaction alongside 
conversion 

• Deploy a unified technology platform across all 
acquired entities 

• Implement OKR methodology to align all 
employees to strategic direction 

 

Phase 3: Sustainable Scaling (Months 18–36+) 

• Identify and prioritise product lines and 
markets demonstrating consistent unit 
profitability 

• Enhance investor relations through transparent, 
scheduled financial reporting and strategic 
reviews 

• Re-evaluate pedagogical quality to ensure 
measurable learning outcomes for students 

• Prioritise student retention and lifetime value 
over short-term acquisition metrics 

• Execute a profitability roadmap subject to 
quarterly board-level oversight 
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Table VI: Implementation Summary 

Phase Key Actions Timeline 

Phase 1 
Independent audit, freeze 
acquisitions, reform sales practices 

Months 1–6 

Phase 2 
Governance reform, Board 
reconstitution, product integration 

Months 6–
18 

Phase 3 
Focused scaling, investor 
communication, outcome studies 

Months 18–
36+ 

 

VII. CONCLUSION 

The narrative of BYJU'S illustrates the inherent 
tension within the modern startup ecosystem — 
specifically the conflict between pedagogical 
innovation and investor-driven pressure for hyper-
growth. Initially, Byju Raveendran developed a 
revolutionary teaching methodology that genuinely 
expanded access to quality education across India 
and demonstrated the viability of the EdTech 
model. 

However, the company's trajectory deviated 
sharply during the pandemic-driven investment 
surge of 2020–2022. Acquisitions prioritised the 
appearance of expansion over operational 
integration. Internal governance and financial 
oversight were sacrificed for aggressive scaling. As 
market conditions normalised post-pandemic, the 
absence of organisational resilience was exposed in 
full. 

Four critical lessons emerge from the BYJU'S case: 

• Sustainable growth requires rigorous financial 
discipline, not exclusive reliance on venture 
capital 

• Robust corporate governance is non-negotiable 
for institutional health and stakeholder trust 

• Customer trust is a core asset; unethical sales 
practices pose severe long-term reputational 
risk 

• Market valuations are speculative and shift 
rapidly; scaling should be anchored in long-
term sustainability rather than temporary 
anomalies 

 

BYJU'S leaves a complex legacy — having 
inspired a generation of entrepreneurs while 
simultaneously demonstrating that visionary intent 
cannot compensate for governance failures and 
strategic overextension. For emerging startups, the 
message is clear: ambition without operational 

discipline and ethical governance dramatically 
accelerates the velocity of institutional failure. 

 

VIII. APPENDICES 

Appendix A: BYJU'S Acquisition Timeline 

Table VII: Acquisition Timeline (2019–2021) 

Year 
Company 
Acquired 

Value 
(USD) 

Strategic 
Purpose 

2019 
Osmo (US-based 
toy-tech) 

$120M 
Entry into US 
market 

2020 
WhiteHat Jr (coding 
for kids) 

$300M 
Expand coding 
segment 

2021 
Aakash Educational 
Services 

~$950M 
Offline coaching 
network 

2021 
Great Learning 
(professional 
upskilling) 

$600M 
Adult 
professional 
education 

2021 
Toppr (exam 
preparation) 

~$150M 
Strengthen K–12 
segment 

 

Appendix B: Key Financial Indicators 

Table VIII: Key Financial Metrics (FY2020–
FY2022) 

Metric FY 2020 FY 2021 
FY 2022 

(est.) 

Revenue ₹2,434 Cr ₹4,588 Cr ₹10,000+ Cr 

Net Loss ₹231 Cr ₹4,589 Cr 
Data 

withheld 

Valuation $10.8 billion $16.5 billion $22 billion 

Registered 
Users 

~75 million 
~150 

million 
~200 

million 

 

Appendix C: Research Methodology Note 

This report was synthesised using publicly 
available secondary data including news reports, 
financial filings, and industry analyses. Due to the 
absence of primary access to internal stakeholders 
or customers, findings are based on critical analysis 
of external records. Readers should consider this 
limitation, particularly regarding financial 
estimates cited throughout the text. 
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