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Abstract

Coursera’s evolution highlights both the achievements and limitations of global EdTech platforms as they scale through partnerships, product diversification, and digital optimisation. While the company has expanded its ecosystem to consumer, enterprise, and degree markets, growth has recently slowed and long-term profitability remains elusive. This case repositions Coursera’s operational and strategic challenges as a design problem spanning monetisation, enterprise solutions, and governance. Synthesising literature on digital transformation, AI-assisted learning, and SaaS monetisation, the study proposes a roadmap founded on adaptive product, pricing, and control systems. AI-powered learning journeys, enterprise-first pricing, and strong data governance are forecast to reduce volatility and strengthen conversion, without undermining brand trust. These recommendations must be triangulated with local evidence and are subject to constraints arising from implementation fidelity and data quality.
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INTRODUCTION
From its foundation as a MOOC pioneer, Coursera has transitioned into a global multi-sided EdTech platform, spanning consumer learners, corporates, and formal degree programs. Despite strong revenue growth, reaching nearly $695 million in 2024, gross margins have improved but the company continues to post GAAP losses. Current strategic dilemmas focus on decelerating overall growth, sluggish enterprise adoption, and a weak conversion rate from free to paid users. To accelerate monetisation without eroding credibility, managerial attention is needed to refine freemium funnels, pursue enterprise-first value capture, and deploy AI to enable personalisation at scale. Critical to these transitions are operating disciplines including data lineage, model governance, and transparent metrics, which sustain trust with plural stakeholder groups.
Westerman, Bonnet, and McAfee (2014) underline that transformational success in technology-centric firms hinges on digital design, agile decision-making, and transparent reporting practices. These insights are echoed in the Coursera context, where operational discipline—especially in metric ownership and AI feature guardrails—is essential to avoid trust erosion and support sustainable growth. These findings must be adjusted for evidence from local context and recognised limitations in data comparability.
Industry Background: EdTech Trends and Digital Transformation
The global EdTech industry melds content, credentialing, and delivery platforms, with high competitive intensity and minimal switching costs for most consumers. Large platforms like Coursera face dual pressures: sensitivity to consumer pricing and protracted, procurement-driven sales cycles for institutional buyers. The literature underscores three determinants of sustained digital advantage: robust data architecture, agile product development, and rigorous governance (Westerman et al., 2014; Davenport & Kalakota, 2019).
Artificial intelligence is rapidly transforming content production, learning assessment, and recommendation engines, demanding new standards for explainability and outcome integrity. AI adoption must be balanced with safeguards—data explainability, lineage tracking, and model auditing—to maintain stakeholder confidence. Degree-adjacent and enterprise offerings provide strategic diversification but introduce operational complexity akin to SaaS models. Industry research stresses the pivotal role of service-level integrations, advanced analytics, and transparent reporting for success in enterprise EdTech.
About Coursera: Organization and Business Model
Coursera operates two main engines: consumer distribution at global scale and deep partnerships with universities and enterprise clients. The company’s financial profile includes improved margins, strong liquidity, but slower headline growth and lagging enterprise expansion. Conversion from its vast learner base (over 162 million) remains suboptimal. Case evidence points to execution challenges including reliance on consumer funnels and sensitivity to pricing, slow enterprise traction due to complex integration needs, and inconsistency in AI feature delivery when data governance is weak. Addressing these issues requires a blend of product-led growth strategies, enterprise solutions like white-label portals and skills analytics, and robust data standards.
Academic literature suggests that product-led growth in SaaS and EdTech contexts must be supported by dedicated metric definitions, service-level agreements, and transparent AI safeguards (Davenport & Kalakota, 2019; Ranvitha, 2025).
PROBLEMS IN THE INDUSTRY
EdTech faces persistent sectoral frictions:
· Fierce competition among MOOC and corporate platforms.
· Perennial price wars, often anchored near rock-bottom.
· Low completion rates and persistent doubts about learning outcomes.
· AI-driven cost reductions accompanied by concerns about content bias and assessment integrity.
· Enterprise buyers challenged by budget constraints and technical integration barriers, increasing sales cycle times.
Leading reviews stress that, for breakthrough success, investment in governance—especially data quality, model risk controls, and auditability—must match the pace of innovation. The haste to launch AI-powered features without sufficient oversight leads to volatility in learning outcomes and undermines institutional trust (Davenport & Kalakota, 2019; Westerman et al., 2014; Kumar et al., 2022).
Problems Faced by Coursera
For Coursera, growth in the enterprise segment has not met expectations, and key revenue targets have been missed. Over-reliance on price-sensitive consumer segments exposes the firm to revenue volatility and weak conversion economics. Enterprise monetisation suffers from extended sales cycles and lack of customisation. The addition of AI features, while promising, remains inconsistent due to the absence of standardised data governance and clear reporting guidelines.
The company must shift towards:
· Enterprise-first monetisation models,
· Tiered pricing strategies,
· Explainable and audit-ready AI roadmaps.
Continued reliance on consumer segments and incomplete integration of AI-powered learning risk eroding long-term economic and reputational value if not paired with disciplined governance reforms (Davenport & Kalakota, 2019; Ranvitha, 2025; Kumar et al., 2022).
Academic Review: Journal Perspectives on Digital Transformation and Governance
Westerman, Bonnet, and McAfee (2014) demonstrate that digital transformation in business is most successful where data-driven discipline, leadership commitment, and agile governance are embedded in day-to-day operations. Davenport and Kalakota (2019) highlight the growing influence of AI—emphasising explainability, data lineage, and outcome auditing as non-negotiable standards in healthcare and EdTech.
Recent studies in EdTech suggest that robust conversion and retention are closely tied to well-designed freemium funnels, transparent learning journeys, and reliable outcome measurement (Kumar et al., 2022). For enterprise clients, scalable analytics, white-label integrations, and service-level commitments underpin contract value and client trust.
Coursera’s focus on AI-powered personalisation should follow governance charters similar to leading practices cited in digital health and enterprise SaaS, emphasising human-in-the-loop oversight, frequent audits, and clear metric definitions (Davenport & Kalakota, 2019; Westerman et al., 2014; Kumar et al., 2022).
Academic Learning
The case prompts students to integrate strategy, product, and governance within EdTech and SaaS contexts. Key design tasks:
· Monetisation stack—optimise freemium conversion, experiment with tiered pricing, and target enterprise contracts with differentiated metrics.
· Outline AI-assisted learning features with explainability and robust data-lineage controls.
· Build enterprise playbooks, including skills analytics, white-label portals, and integration plans.
· Deliverables include a metrics dictionary, AI governance charter, and pilot pricing experiment designs.
Students benefit from synthesising academic research and industry best practices, bringing depth and real-world relevance to strategic planning exercises.
CONCLUSION
Coursera’s continued success hinges on disciplined monetisation and trustworthy governance for AI-powered features. Scaling enterprise offerings, safeguarding data integrity, optimising conversion strategies, and institutionalising transparent reporting are pivotal. Drawing on digital transformation literature and metrics-based strategy, the case illustrates a viable path from scale to sustainable economics and resilient brand trust.
CASE QUESTIONS
1. Design a tiered pricing and freemium-to-paid conversion experiment plan with success metrics.
2. Draft an enterprise offering (skills analytics, white-label portal) and service-level commitment blueprint.
3. Propose an AI governance charter (data lineage, explainability, human-in-the-loop) for all learning features.
4. Build a comprehensive metrics dictionary aligning product KPIs with financial outcomes and investor disclosures.
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