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	"Sacred moments deserve better than a WhatsApp chain." — Setu brand voice




1. Executive Summary
Setu is a full-stack digital platform connecting the Indian and South Asian diaspora in Canada to verified pandits, astrologers, and ritual supplies (samagri) — all in one place. The market is deeply fragmented: families find priests through word-of-mouth, drive across the city for pooja supplies, and book astrology consultations via unverified WhatsApp referrals.

Setu solves all three problems through a single, trusted, mobile-first application. The backend is designed so that once a pandit is onboarded, users can discover them, view their live calendar, select a booking slot, and trigger an automatic samagri order to a local store partner — in under 10 minutes, with full transparency and accountability.

	The Core Problem: When a South Asian family in Brampton needs a pandit for a Griha Pravesh (house warming ceremony) , they spend hours on WhatsApp referrals, drive to a Mississauga store for samagri, and get no confirmation, no receipt, and no recourse. Setu turns that chaos into a 10-minute, end-to-end booking.




2. Vision & Strategic Goals
Vision Statement
To be the most trusted digital bridge between the Indian diaspora in North America and the sacred services that keep their culture alive.

Strategic Goals — Year 1 (GTA-first)
1. Onboard 200+ verified pandits across GTA, Vancouver, and Calgary
1. Process 5,000+ pooja bookings in the first 12 months
1. Achieve 4.5+ star average rating across the platform
1. Launch samagri delivery to 80% of GTA postal codes
1. Reach 10,000 registered users by end of Year 1

Year 2 Expansion
1. Expand to US diaspora cities: Edison NJ, Fremont CA, Irving TX
1. Add temple partnerships for remote/online pooja streaming
1. B2B channel: partnerships with South Asian event venues and wedding planners




3. Target Users

	Persona
	Description
	Primary Need

	The Diaspora Family
	South Asian household in GTA, 30–55 yrs, 2nd generation managing traditions
	Find a trusted pandit quickly; get samagri delivered

	The New Immigrant
	Recent arrival, no local priest network, unfamiliar with Canadian logistics
	First-time setup — guidance on rituals + materials

	The Time-Pressed Professional
	Tech/finance worker, wants everything handled end-to-end
	One-click booking with zero coordination overhead

	The Pandit
	Priest aged 35–65, phone-based referrals, no digital presence
	More bookings, stable income, scheduling control

	The Astrology Seeker
	Individual seeking Kundli, marriage compatibility, career guidance
	Verified, language-matched consultation — not a scam




4. Pandit Onboarding & Real-Time Notification System
This is the foundational supply-side feature. Everything downstream — calendar, samagri, trust — depends on getting pandit onboarding right. This section has been comprehensively redesigned from v1.0 to address operational gaps.

4.1 Pandit Profile Fields
1. Full name, photo, and a short bio (English + native language)
1. Verified identity badge (govt ID + background check completed at onboarding)
1. Languages spoken (Hindi, Punjabi, Gujarati, Tamil, Bengali, etc.) — proficiency tested, not self-declared
1. Regional specialisation (North Indian, South Indian, Gujarati, Punjabi traditions)
1. Pooja types offered with per-pooja pricing set by pandit
1. Years of experience and training institution / gurukul
1. Service area radius (e.g., within 25 km of Brampton)
1. In-person vs. virtual availability toggle
1. Preferred contact channel: App Push / WhatsApp / SMS (selected at onboarding)
1. Verified ratings and written reviews (post-booking only)

4.2 Verification Flow
Every pandit goes through a 3-step, ops-run verification before their profile goes live. Turnaround target: 5 business days.

	Step
	Action
	Owner
	SLA

	1 — Application
	Pandit submits govt ID, proof of training/gurukul, 2 references
	Pandit
	Day 0

	2 — Ops Review
	15-min video call; reference check; ritual specialisation quiz (5 questions)
	Setu Ops
	Day 1–3

	3 — Badge Issued
	Pandit receives "Setu Verified" badge; profile activated; first booking is optionally video-observed
	System auto
	Day 4–5

	Annual Renewal
	Re-verification every 12 months; badge lapses if renewal missed
	Setu Ops
	Annually



	Language Proficiency Note: Language badges are only issued after a verified ops call conducted in that language. Self-declaration is not accepted — this directly protects the platform's core trust value.



4.3 Dual-Channel Notification System
Because pandit smartphone adoption is mixed (many rely on basic WhatsApp/SMS), Setu uses a dual-channel notification architecture. Push notification is sent first; if unacknowledged within 5 minutes, a WhatsApp/SMS fallback fires automatically.

	Trigger Event
	Channel 1 (Push)
	Channel 2 Fallback (WhatsApp/SMS)
	Timeout

	New booking request received
	Push notification with Accept/Decline CTA
	WhatsApp message via Twilio with booking summary + reply options
	5 min

	Booking confirmed by user
	Push: "Booking locked — view details"
	SMS confirmation with date, time, address
	Immediate

	24-hour reminder
	Push reminder
	WhatsApp reminder with samagri status
	Auto-triggered

	Booking cancelled
	Push with refund/reschedule info
	SMS cancellation notice
	Immediate

	New review posted
	Push: "You received a review"
	No fallback (low urgency)
	N/A



Pandits who do not have the app can manage their entire workflow via WhatsApp reply codes (1 = Accept, 2 = Decline, 3 = Reschedule). This is a Day 1 requirement, not a future iteration.




5. Calendar & Scheduling Engine
5.1 Calendar Architecture
The pandit calendar is the single source of truth for availability. A core design principle: any slot shown as "available" to a user must be genuinely free — the system must account for both Setu bookings and manually blocked time.

1. Pandits manage availability via the app calendar OR by sending a WhatsApp command (e.g., "BLOCK [date] [time]" to the Setu number)
1. Manual block feature is prominently onboarded — pandits are trained to block personal referral bookings immediately
1. Calendar sync: if a pandit uses Google Calendar, two-way sync is available (Phase 2)
1. Customers see only confirmed-available slots — no back-and-forth messaging required
1. Auspicious date integration: system surfaces Muhurat recommendations for key poojas alongside slot selection
1. Booking confirmation: SMS + WhatsApp + email sent to both parties within 60 seconds of confirmation
1. Rescheduling window: up to 48 hours before the booking, free of charge

5.2 Calendar Accuracy & Overbooking Prevention
This is a critical trust risk. If a pandit accepts a personal WhatsApp booking but does not block it on Setu, the platform shows false availability. Mitigation is three-layered:

	Layer
	Mechanism
	When Active

	Onboarding training
	Ops team walks every pandit through blocking personal bookings during the setup call
	Day 0

	No-show penalty
	First no-show: warning + mandatory calendar audit. Second no-show: 30-day profile suspension. Third: permanent removal
	Post-booking

	Overbooking incentive
	Pandits who maintain <2% no-show rate for 3+ months receive a "Reliability Badge" boosting search ranking
	Ongoing



5.3 Booking Status State Machine

	Status
	User View
	Pandit View
	System Action

	Pending
	Awaiting pandit confirmation
	New request — Accept / Decline
	Payment pre-authorised; dual-channel notification sent

	Confirmed
	Booking locked; samagri order triggered
	Slot blocked in calendar; payment in escrow
	Samagri auto-order sent to store partner

	In Progress
	Pooja is live
	Active session — timer running
	No action; dispute window opens post-completion

	Completed
	Leave a review (24-hr window to dispute)
	Payment released from escrow after 4 hrs or user confirmation
	Review prompt sent; escrow released

	Disputed
	Dispute under review (48-hr resolution SLA)
	Payout held; ops team notified
	Human ops review; refund or partial payout issued

	Cancelled (>48 hrs)
	Full refund initiated
	Slot freed; notification sent
	Pre-auth voided; no penalty

	Cancelled (<48 hrs)
	50% refund; platform fee non-refundable
	Partial compensation paid
	Partial charge processed; slot freed






6. Pandit Discovery & Search
6.1 Search & Filtering
1. Filter by: pooja type, language (verified only), regional tradition, date, price range, rating
1. Map view showing available pandits near the user's postal code
1. "Available today" quick-filter for urgent bookings
1. Recommended pandits based on user's past bookings, language, and community reviews
1. "Setu Verified" and "Reliability Badge" prominently displayed on profile cards

6.2 Trust Signals on Profile
1. Star rating aggregate (from verified post-booking reviews only)
1. Total number of completed bookings on platform
1. Verified language badges (ops-confirmed, not self-declared)
1. Sample video introduction (60 seconds max, not scripted)
1. Response rate and average response time (calculated from notification acceptance data)


7. Ratings & Review System
7.1 Review Rules
1. Star rating (1–5) unlocked only after a verified, completed booking
1. Review dimensions: Punctuality, Ritual Knowledge, Communication, Overall Satisfaction
1. Free-text review accepted in English or native language
1. Pandit can respond publicly to any review
1. Automated flagging of suspicious patterns: bulk reviews, same IP, account age <24 hrs
1. Aggregate rating always displayed — no hiding of low scores

7.2 Dispute Resolution Window
Users have 24 hours after a booking is marked "Completed" to raise a dispute. After 24 hours, the booking is locked and payment is auto-released. This window is clearly displayed at checkout and in the post-completion review prompt.

	Dispute Type
	Resolution Path
	SLA

	Pandit no-show
	Full refund + replacement pandit offered (within 2 hrs if available)
	2 hours

	Ritual significantly incomplete
	Ops review within 24 hrs; partial or full refund based on evidence
	48 hours

	Samagri missing/wrong items
	Store partner contacted; replacement or refund on kit cost only
	24 hours

	General dissatisfaction
	Ops review; up to 30% goodwill credit if rating < 3 stars
	48 hours






8. Pricing Structure & Payment Infrastructure
8.1 Pricing Philosophy
Transparent, upfront pricing displayed before booking — no surprise dakshina requests. Pandits set their base rates; Setu displays the final total (service fee + platform commission + samagri kit if added). No hidden charges.

8.2 Pooja Pricing Reference

	Pooja Type
	Typical Duration
	Price Range (CAD)

	Satyanarayan Katha
	2–3 hours
	$150 – $300

	Griha Pravesh (Housewarming)
	3–4 hours
	$250 – $500

	Navagraha / Vastu Shanti
	2–3 hours
	$200 – $400

	Wedding / Engagement Ceremony
	Full day
	$800 – $2,000

	New Car / Vehicle Pooja
	30–45 min
	$75 – $150

	Baby Naming / Namkaran
	1–2 hours
	$150 – $300

	Astrology Consultation (30 min)
	Online
	$40 – $100

	Kundli / Birth Chart Reading
	Online (60 min)
	$80 – $150



8.3 Revenue Model

	Stream
	Structure
	Margin

	Pandit Booking Fee
	12–15% platform commission on completed bookings
	$18–$300 per booking

	Samagri Kit Markup
	25–35% on curated kits sourced from local stores
	$8–$30 per kit

	Astrology Commission
	20% on each completed consultation booking
	$8–$30 per session

	Pandit Subscription (optional)
	CAD $29/month for premium profile placement + analytics
	Recurring MRR

	B2B / Venue Package (Future feature) 
	Flat monthly fee for wedding venues + bulk bookings
	Recurring MRR



8.4 Payment Gateway
1. Supported methods: Visa, Mastercard, Amex, Apple Pay, Google Pay, Interac e-Transfer
1. Gateway: Stripe Canada — PCI-DSS Level 1 compliant; Setu stores no card data
1. Escrow: payment held at booking confirmation; released to pandit 4 hours after "Completed" or on user confirmation
1. Pandit payout: direct bank transfer within 48 hours of escrow release
1. Refund policy: full refund if cancelled 48+ hrs before; 50% within 24–48 hrs; no refund under 24 hrs (documented at checkout)
1. Auto-invoice generated and emailed for every transaction




9. Samagri (Ritual Supplies) Delivery Layer
9.1 Overview
The samagri layer is the most operationally complex feature and carries the highest risk of user-visible failure. This section addresses the v1.0 gaps around store integration, kit assembly, and delivery reliability.

9.2 Auto-Order Flow
When a booking transitions to "Confirmed" status, the samagri order is triggered automatically — but only if the user has opted in at checkout. The flow is:

1. User selects pooja type → system surfaces the recommended samagri kit for that pooja
1. Pandit's regional preference (set at onboarding) customises kit contents (e.g., South Indian Satyanarayan differs from North Indian)
1. User reviews kit contents + price, then adds to order in one click (or opts out)
1. On booking confirmation: system sends a structured order to the assigned store partner via WhatsApp Business API (Twilio) AND a web dashboard
1. Store confirms order receipt within 30 minutes (during operating hours) or the order is re-routed to the backup store
1. User receives order confirmation + estimated delivery window via SMS

	Why WhatsApp for Stores: GTA's Indian grocery stores operate primarily on WhatsApp. The order notification is a structured WhatsApp message with item list, quantity, delivery address, and time window — simple enough for any store to action without training. The web dashboard is optional for stores that want it.



9.3 Store Partner Requirements (Pre-Launch)
Samagri auto-send cannot go live without these partnerships confirmed. Required before Phase 2 launch:

1. Minimum 3 store partners signed (Mississauga, Brampton, Scarborough) as fulfilment hubs
1. Each store designates one WhatsApp number as the order inbox
1. Each store confirms their standard stock list (Setu only orders items confirmed in stock)
1. Each store agrees to a kit assembly SLA: items picked and packed within 2 hours of order
1. Setu provides each store with a printed "Samagri Kit Guide" for each pooja type
1. Backup store designated for each area in case primary store is unavailable

9.4 Sample Samagri Kits

	Pooja Type
	Key Items in Kit
	Kit Price (CAD)

	Satyanarayan Katha
	Panchamrit items, banana leaves, flowers, dhoop, deepak, puja thali, supari, coconut
	$35 – $55

	Griha Pravesh
	Kalash, mango leaves, rice, turmeric, sindoor, coconut, flowers, ghee, samagri mix
	$55 – $85

	Navagraha Pooja
	9 types of grains, 9 coloured cloths, sesame, flowers, ghee lamp
	$45 – $70

	Vehicle Pooja
	Coconut, marigolds, red cloth, tilak, dhoop, lemon
	$20 – $30

	Baby Namkaran
	Honey, ghee, new cloth, flowers, puja thali, diyas
	$25 – $40



9.5 Supply Chain & Logistics
1. Freshness guarantee: flowers and perishables sourced same-day from store partners; stored items (dhoop, diyas, puja thali) held in bulk
1. Packaging: eco-friendly boxes, labelled in English + relevant Indian language for each item
1. Delivery SLA: same-day delivery for bookings confirmed before noon (2-hr window); next-day by 10 AM for advance bookings
1. Last-mile: DoorDash Drive API for GTA delivery; Setu does not employ drivers
1. Stock-out handling: if any item is unavailable, user is notified immediately with substitute options or partial refund
1. Perishable guarantee: if flowers arrive wilted or items are wrong, full kit replacement or refund within 2 hours of delivery




10. Online Astrology Consultation Module
10.1 Overview
The Indian community in Canada actively seeks Vedic astrology guidance for major life decisions — marriage compatibility, career changes, home purchases, and immigration timing. Setu provides a vetted marketplace, completely separate from the pooja flow but within the same app.

10.2 Astrologer Profile Requirements
1. Name, photo, languages offered, specialisation areas (Kundli, Vastu, numerology, marriage compatibility, career)
1. Verification: video interview + community testimonials required before listing
1. Sample video (60 seconds) — must demonstrate knowledge; no scripted sales pitches
1. Published pricing upfront — no "price on request"
1. Tiered trust badges: New → Established (50+ sessions) → Expert (200+ sessions, 4.7+ rating)

10.3 Consultation Types

	Type
	Format
	Duration
	Price Range

	Kundli / Birth Chart Reading
	Video call
	60 min
	$80 – $150

	Marriage Compatibility (Kundli Milan)
	Video call
	45 min
	$70 – $120

	Career & Business Timing
	Video call
	30–45 min
	$50 – $100

	Vastu Consultation
	Video or in-person
	60–90 min
	$100 – $250

	Quick Guidance (3 Questions)
	Async chat
	24hr response
	$25 – $40

	Annual Horoscope Report
	Written PDF
	Delivered in 48hrs
	$60 – $120



10.4 Quality Controls & Scam Prevention
Zero tolerance for black magic, vashikaran, or "guaranteed outcomes" language — any instance triggers instant profile removal. Controls are dual-layer:

1. AI keyword monitoring on all async chat sessions (Claude API) — flags red and yellow language in real time
1. Human ops review queue: all flagged sessions reviewed by a team member within 2 hours
1. Community reporting: users can flag sessions; 3 flags triggers immediate review
1. Dispute: full refund if session does not start within 10 minutes of scheduled time
1. Astrology disclaimer displayed on all consultation pages: "For guidance and entertainment only. Not a substitute for professional financial, medical, or legal advice."




11. Technical Architecture
11.1 Platform
1. Mobile-first: React Native (iOS + Android) — single codebase
1. Web app: Next.js for SEO and pandit profile discovery
1. Backend: Node.js / Express with PostgreSQL; Redis for caching and real-time session data
1. Real-time: WebSockets for booking status updates, chat, and live calendar sync

11.2 Key Integrations

	Integration
	Provider
	Purpose

	Payment Gateway
	Stripe Canada
	Card processing, payouts, escrow, PCI-DSS compliance

	Identity Verification
	Jumio or Persona
	Pandit & astrologer onboarding KYC

	Video Consultations
	Daily.co or Zoom SDK
	Astrology session hosting

	SMS / WhatsApp Notifications
	Twilio
	Booking confirmations, reminders, store orders, pandit fallback

	Delivery Tracking
	DoorDash Drive API
	Samagri last-mile logistics

	Maps & Geolocation
	Google Maps API
	Pandit proximity search and delivery routing

	Cloud Infrastructure
	AWS (ca-central-1)
	PIPEDA-compliant data residency in Canada

	Analytics
	Mixpanel + Amplitude
	User behaviour and funnel tracking

	Calendar Sync (Phase 2)
	Google Calendar API
	Two-way sync for pandit personal calendars

	AI / Astrology
	Claude API
	Keyword monitoring, birth chart summaries, content generation



11.3 Notification Architecture Detail
The dual-channel notification system (Section 4.3) is powered by:

1. Firebase Cloud Messaging (FCM) for push notifications to app users
1. Twilio WhatsApp Business API for WhatsApp messages (pandits + store partners)
1. Twilio SMS fallback if WhatsApp delivery fails
1. A 5-minute acknowledgement timeout triggers automatic fallback — no manual intervention required
1. All notification events logged in PostgreSQL for dispute resolution and audit




12. Compliance & Legal Considerations
	Area
	Requirement
	Implementation

	Data Privacy
	PIPEDA compliance
	All user data stored in AWS Canada (ca-central-1); explicit consent collected at sign-up

	Pandit Background Checks
	Canadian standard
	Background checks via Sterling or similar Canadian provider at onboarding

	Payment Security
	PCI-DSS Level 1
	Stripe handles all card processing; Setu stores zero card data

	Worker Classification
	Independent contractor
	Pandits are ICs; Setu does not set hours or methods; IC contracts signed at onboarding

	Consumer Protection
	Canadian standards
	Refund policy displayed pre-checkout; 24-hr dispute window clearly communicated

	Astrology Disclaimer
	Mandatory
	Displayed on every consultation page and PDF report

	Gig Economy Legislation
	Monitor AB5-style bills
	Legal review conducted quarterly; IC contracts updated as required




13. Phased Product Roadmap

	Phase
	Timeline
	Key Deliverables
	Success Metric

	Phase 0: Concierge
	Month 1–2
	Manual bookings via WhatsApp; build pandit supply; sign 3 store partners; validate demand
	50 manual bookings; 3 store partners signed

	Phase 1: MVP App
	Month 3–5
	Pandit profiles, dual-channel notifications, calendar, booking flow, Stripe payments, dispute window
	500 downloads; 200 bookings; 0 unresolved no-shows

	Phase 2: Samagri
	Month 5–7
	Samagri auto-order on booking confirmation; store WhatsApp integration; GTA delivery network live
	30% of bookings include samagri; <5% kit complaints

	Phase 3: Astrology
	Month 7–9
	Astrologer marketplace, video consultation, birth chart input, AI keyword monitoring
	100 consultations/month; 0 scam incidents

	Phase 4: Expansion
	Month 10–12
	Vancouver + Calgary launch; Google Calendar sync; B2B venue partnerships
	1,000 bookings/month run rate






14. Risks & Mitigation

	Risk
	Likelihood
	Impact
	Mitigation

	Pandit supply too thin to launch
	High
	High
	Manual concierge phase first; personal temple outreach; 5 pandits target before app launch

	Pandit calendar overbooking (personal referrals)
	High
	High
	WhatsApp block command; no-show penalty system; Reliability Badge incentive

	Store partners unable to handle digital orders
	Medium
	High
	WhatsApp-based order format (no tech needed); ops-run onboarding call; backup store per area

	Same-day delivery failure (driver cancels)
	Medium
	High
	DoorDash Drive SLA + backup courier; next-day fallback offered to user with partial refund

	Low pandit app adoption
	High
	Medium
	Full WhatsApp-reply workflow from Day 1; onboarding support in person at temples

	BookMyPooja enters Canada
	Medium
	High
	Lock in supply density and community trust before they arrive; focus on verified quality over speed

	Samagri freshness complaints
	Medium
	Medium
	Same-day sourcing SLA with store partners; perishable money-back guarantee

	Astrology quality / scam risk
	Medium
	High
	Strict onboarding; dual-layer monitoring (AI + human); 3-flag community removal

	Gig worker reclassification legislation
	Low
	High
	Quarterly legal review; IC contracts updated as required; monitor federal and provincial bills




15. Success Metrics (KPIs)

	Metric
	Target (Month 12)
	Measurement

	Total registered users
	10,000
	App sign-ups

	Active pandits on platform
	200+
	Profiles with 1+ completed booking

	Monthly pooja bookings
	1,000+
	Completed bookings per month

	Pandit no-show rate
	<2%
	No-shows / total confirmed bookings

	Samagri attachment rate
	35%
	% of bookings with kit add-on

	Kit complaint rate
	<5%
	Complaints / kits delivered

	Astrology consultations
	150+/month
	Completed sessions per month

	Average booking rating
	4.5+
	Post-booking review average

	Repeat booking rate
	40%+
	Users with 2+ bookings in 90 days

	Monthly GMV
	CAD $150,000+
	Total transaction value processed

	Net Promoter Score (NPS)
	50+
	In-app survey (quarterly)

	Dispute resolution SLA met
	90%+
	% of disputes resolved within stated SLA






16. Immediate Next Steps (Pre-Build)
These actions must be completed before a line of backend code is written:

1. Interview 10 pandits in GTA this month to validate pricing, notification preferences, and calendar habits
1. Visit and sign agreements with 3 Indian grocery stores in Mississauga/Brampton/Scarborough as samagri fulfilment partners
1. Run 50 manual concierge bookings via WhatsApp + spreadsheet to validate demand and refine the samagri kit list
1. Build a landing page and collect 500 waitlist emails
1. File for incorporation and open a Stripe Canada account
1. Draft IC contracts with legal review for pandit onboarding
1. Set up Twilio WhatsApp Business account and test dual-channel notification flow

	Principle: Do not build the samagri auto-send feature until at least 3 store partners are signed and have confirmed they can receive WhatsApp orders and assemble kits. The concierge phase (Phase 0) exists specifically to validate these assumptions before committing engineering resources.
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