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1. Executive Summary

This plan sets out a Boutique Fitness Studio in India — small-group functional, strength, spin, pilates or reformer
training sold through class packs and session-based memberships, with personal training, corporate on-site

programmes, workshops and a small retail line.

This business is best understood against the model it replaces, and that model deserves to be described
honestly: traditional gyms are profitable precisely because their members do not attend. An annual membership
sold to a thousand people in a facility that can hold ninety works only because most members stop coming by about
week six, and the revenue is collected regardless. A conventional gym achieving full attendance would be
physically unable to serve its members and financially worse off. It is the clearest instance in this library of a
business model whose profit depends on its own product failing, and it is why the industry's retention statistics are

quoted so rarely.

The boutique model inverts that, and this inversion is its actual significance rather than the branding or the
equipment. Class packs and small-group pricing mean revenue tracks attendance — the studio earns when people
come and earns nothing when they do not. For the first time in this industry, the operator's incentive and the
member's outcome point the same way. The consequence is that this is a harder business to run than a gym, because
the breakage cushion is gone, and it is why the governing metric in this plan is revenue per attended session (3412
- X495) rather than revenue per member, with blended class utilisation of 54% - 74% as the operating number

underneath it.

Two disciplines follow from taking that inversion seriously, and both cost money. No lock-in contracts and
cancellation in a single step — reported here as members on lock-in: NIL — which forfeits the revenue that friction
reliably produces, and which the CCPA's dark-pattern guidelines increasingly make a compliance matter rather than a
choice. And no body-transformation guarantees, because the aspiration gap this vertical was founded on applies here in
full: most members will not achieve the physique in the marketing photograph, and a studio that promises it is

selling the same lottery ticket the sports academy declined to sell.

The safety issue is specific and under-discussed: high-intensity group training with unscreened, deconditioned
beginners is a genuine clinical risk, not a theoretical one. Exertional rhabdomyolysis — muscle breakdown severe
enough to threaten the kidneys — is a documented hazard of exactly what this format sells: pushing an unconditioned
person to failure in a competitive group setting where stopping feels like losing. And there is no mandatory
certification for fitness instructors in India, the sixth self-regulated business in this library. This plan therefore requires
pre-participation health screening before the first class (100%), scaled programming, and instructors trained to stop
a member — including the member who wants to continue — reporting 340 rising to 890 sessions in which

someone was scaled down or stopped, as a positive.

This plan models a studio requiring 78 lakh (342 lakh promoter + %26 lakh term loan + %10 lakh working-capital finance),
moving from X1.82 crore revenue and %8 lakh profitin Year 1 to ¥3.82 crore revenue and X84 lakh profit by Year

3. (Attendance-driven capacity business; utilisation- and instructor-dependent — figures illustrative.)

2. Business Description, Vision & Legal Structure

Concept: A small-group training studio with certified instructors, capped class sizes, screened onboarding, scaled

programming for mixed abilities, transparent pack-based pricing, corporate on-site delivery filling daytime hours, and a



community that keeps people attending.
Vision: To be paid only when people actually turn up.

Mission: Sell attendance, not lock-ins; screen before the first class; scale the workout to the person in front of us; stop the

member who should stop; and promise nothing about anyone's body.

Legal structure options

¢ Private Limited — suits multi-studio plans, corporate contracting and liability containment.
e LLP — workable for an instructor-partner studio.

o Proprietorship — feasible for a single studio, though it exposes personal assets to injury liability.

Regulatory anchor: the obligations here are consumer-protection and liability rather than sectoral. There is no
mandatory qualification for fitness instructors in India — recognised certifications exist and are widely respected, but
nothing compels them, so competence is again self-imposed. What binds: the Consumer Protection Act and the CCPA's
guidelines on dark patterns, which reach directly into this industry's habits — auto-renewal without clear
consent, cancellation flows deliberately made difficult, "limited slots" urgency and false original pricing are
the sector's standard devices and are increasingly enforceable; outcome and health claims, where "lose 10kg
in 30 days" or a guaranteed transformation is a representation requiring evidence; public liability and
personal-accident insurance, since injury in high-intensity training is foreseeable rather than exceptional;
shops and establishments registration, fire safety and occupancy limits for an enclosed space with people exercising; music
licensing for classes run to recorded music, which studios routinely overlook; and data protection over member health

declarations, which are sensitive personal data under the DPDP framework.

3. Promoter & Ownership

Led by a promoter with coaching or fitness-business background and genuine certification. Three competences decide
outcomes: programming judgement, meaning the ability to run a class where a fifty-year-old beginner and a twenty-eight-
year-old athlete both train safely; instructor retention, because members follow teachers; and class-fill discipline, since an
empty slot in a capacity business is unrecoverable. Coaching credibility, utilisation, instructor stability & safety record are

the differentiators. Ownership, equity & any instructor partner are editable inputs.

4. Market Analysis — India

Demand is driven by urban health awareness, dissatisfaction with impersonal gyms, the appeal of structured group
training, and a growing willingness to pay for coaching rather than access. The market is expanding rapidly in metros
and is squeezed from both directions on price. It is attendance-dependent, instructor-led, catchment-bound

and severely time-concentrated.

Demand drivers

« Group accountability — the principal reason people attend a class rather than train alone, and the actual product.
e Structured coaching for people who do not know what to do in a gym and never learn.

« Format specificity — reformer pilates, spin, functional strength — which builds identity and community.

o Corporate wellness budgets, which fund daytime programmes.

o Post-pandemic health salience and rising lifestyle-disease awareness in urban India.



Market sizing (illustrative framing)

TAM Indian organised fitness spend Large; gym-dominated
SAM Boutique price-point members within catchment Narrow; walking or short-drive distance
SOM (Yr 1-3) Class slots x capacity x utilisation ~11,800 -» ~28,600 sessions

The capacity problem here is crueller than the turf's, and it needs to be confronted before any growth
assumption is made. Demand for fitness classes exists almost entirely in two windows — roughly six to nine in the
morning and six to nine in the evening — which gives a studio about thirty viable class slots a week, and that is
the ceiling. The turf at least had a fillable off-peak: schools and academies genuinely want weekday mornings. A fitness
studio's midday slot has almost no natural buyer, because the people who want to train are at work, and the people
not at work are largely not the studio's demographic. Three partial answers exist and none is complete: corporate on-site
delivery, which takes the instructor to the daytime demand rather than waiting for it to arrive; segments
whose hours actually are free — seniors, new mothers, shift and remote workers; and accepting a genuinely lighter
midday schedule rather than running empty classes that demoralise instructors. The strategic consequence is important:
growth in this business comes from filling the thirty slots better or opening another studio — not from finding

more hours, because there are none.

Target segments

o Committed regulars attending three or more times a week — the economic core.

« Deconditioned beginners, the largest opportunity and the greatest safety responsibility.

o Corporate programmes, funding otherwise-dead daytime capacity.

« Format enthusiasts — reformer, spin, lifting — with high loyalty and high instructor attachment.

e Seniors and post-natal members, under-served and available at off-peak hours.

5. Competition & Competitive Advantage

Landscape: chain and neighbourhood gyms at a third of the price, other boutique studios, aggregator fitness passes,
personal trainers, home equipment, and free online workouts, which are genuinely good and cost nothing. The

studio is squeezed from below on price and from above on convenience.

The business's edge

e Coaching that is actually delivered — form corrected, load scaled, progress tracked — which a gym floor does not

provide.

Small capped classes, so the instructor can see everyone.
e Screening and scaling, which makes the format safe for the people most likely to be hurt by it.
o Community, which is the real retention mechanism and cannot be downloaded.

o No lock-in, which converts a defensive contract into a genuine value proposition.

The honest competitive answer to "why pay 6,000 when the gym is 1,500 and YouTube is free" is not
intensity or equipment — it is that the alternatives do not solve the problem people actually have. Very few
people fail to get fit because they lacked access to a squat rack or a workout video; they fail because they do not go. A

gym membership removes the access barrier and leaves the attendance problem entirely intact — which is precisely why



gyms can sell far more memberships than they have capacity for. What a boutique studio sells is the thing that makes
someone actually turn up on a Tuesday when they do not feel like it: a booked slot, a named instructor who
will notice, and eleven other people expecting them. That is worth four times a gym membership to the person for
whom it works and nothing at all to the person for whom it does not — which is why the segmentation must be honest, and

why this business should not try to convert people who would be adequately served by a 1,500 gym.

6. Revenue Model — Paid When They Attend

Class packs & session-based memberships Per session used Revenue tracks attendance
Unlimited monthly memberships Flat monthly 23% - 20% — breakage-exposed, held down
Personal & small-group training Per session Highest rate; trainer-hour bound
Corporate & on-site programmes Contracted Fills the dead daytime
Workshops, challenges & events Per event Community; reactivation
Retail (apparel, supplements, equipment) Retail Small; convenience
Lock-in contracts NIL — by policy Cancellation in one step

The mix decision at the centre of this plan is the deliberate suppression of unlimited memberships, and it runs
against what most studios do. Unlimited monthly pricing is attractive to sell — it produces predictable recurring revenue
and, crucially, it reintroduces breakage: the member who pays ¥6,000 and attends four times has funded the
studio at 1,500 a session while consuming almost nothing. That is profitable in exactly the way the gym model is
profitable, and for exactly the same reason. Holding unlimited membership down to a fifth of revenue while class
packs carry the rest keeps the studio's income tied to sessions actually delivered, which is uncomfortable — it
means a quiet month is felt immediately — and is the entire point. The compensating benefit is real rather than moral: a
business paid per attendance has continuous, accurate feedback about whether its product is working, while a
business paid by subscription can lose its members' engagement for six months without noticing, and discovers it only at

renewal.

7. Go-to-Market — Trial Is Easy, Week Six Is Everything

Acquisition

o Trial classes and intro packs, since nobody buys this format without experiencing it.
¢ Local catchment marketing — the realistic radius is short, and members choose by proximity.
o Instructor reputation, which brings a following with it.

o Corporate partnerships, which acquire in blocks and fill daytime slots.

Retention

o The first six weeks, where the overwhelming majority of attrition occurs.
 Being noticed — the instructor knowing a member's name and remarking on an absence.
« Visible progress, tracked and shown, since a member who cannot see improvement stops.

o Community, which is what converts a service into a habit.



Sales approach

Convert trials into intro packs — survive the first six weeks — build attendance frequency — hold the member through
community - fill daytime with corporate. The number that decides this business is average attendance per active
member per week (2.1 - 3.0), and it is more important than member count. A studio with 900 members attending
twice weekly and one with 600 attending three times generate the same sessions — but the second has a stronger
community, better class energy, higher retention and lower acquisition cost. Growth by adding lightly-engaged
members is the gym's model imported into a business that cannot support it, because here those members do not pay

for what they do not attend.

8. Operations Plan (screen, scale, coach, stop, retain)

« Onboarding & screening: pre-participation health questionnaire and, where indicated, medical clearance
before the first class — 100%, no exceptions.

« Movement assessment: baseline capability, injury history, contraindications recorded and visible to instructors.

+ Class programming: capped sizes, scaled options built into every session rather than improvised.

¢ In-class supervision: form correction, load management, and explicit authority for instructors to stop a
member.

¢ Progression tracking: recorded and shown to the member — the retention mechanism disguised as a coaching tool.

« Booking & capacity: class caps enforced, waitlists managed, no-show policy applied consistently.

o Corporate delivery: on-site sessions taking instructors to daytime demand.

o Instructor development: certification maintained, continuing education funded, teaching quality reviewed.

Member lifecycle

m Activity Control point

Screen Health questionnaire, clearance if indicated 100% before first class
Assess Movement baseline, injury history Contraindications flagged to instructors
Scale & stop Options in every class; authority to halt Scaled/stopped 340 - 890 (a positive)
Attend Booked classes, capped, coached Utilisation 54% - 74%
Retain First six weeks; progress shown; community 6-month retention 41% - 68%
Deepen Frequency, PT, workshops Attendance/member/week 2.1 - 3.0

The clinical risk in high-intensity group fitness deserves naming, because the format's central appeal is also
its hazard. Exertional rhabdomyolysis — skeletal muscle breakdown releasing myoglobin in quantities that can damage
the kidneys — arises from unaccustomed, high-volume eccentric work performed to exhaustion, and the classic case
is not an athlete: it is a deconditioned beginner, in their first fortnight, in a group setting where stopping early
feels like failing publicly. Every element of that description is something a boutique studio actively creates. The controls
are unglamorous and non-negotiable: screening before participation, progressive loading for new members rather
than dropping them into the standard class, hydration and heat management in Indian conditions, scaled
options presented as normal rather than as remedial, and — most importantly — instructors who will stop a
member who is deteriorating, including the member who insists they are fine. That last point is a culture problem

more than a training one, because a class culture that celebrates finishing at all costs will produce the injury

regardless of what the policy document says, which is why this plan reports scaling and stopping as an achievement



9.

rather than treating it as an exception.

Consumer Conduct, Claims & Safety (India)

No lock-in contracts; cancellation completed in one step — and the CCPA's dark-pattern guidelines now reach the
sector's standard devices: auto-renewal without clear consent, deliberately difficult cancellation, false
urgency and invented "original" prices.

No body-transformation guarantees. "Lose 10kg in 30 days" is a representation requiring evidence, and the
aspiration gap makes it a claim the studio cannot substantiate.

Pre-participation screening before first participation, with medical clearance where indicated; health declarations
are sensitive personal data under DPDP and need retention limits and access control.

Public liability and personal-accident insurance — injury in this format is foreseeable, not exceptional.

No mandatory instructor certification exists in India; recognised certification is therefore a self-imposed standard,
budgeted and tracked.

Facility safety: occupancy limits, fire egress, equipment inspection, flooring and ventilation — particularly in enclosed
high-intensity spaces in Indian summers.

Music licensing for recorded music in classes, routinely overlooked by studios.

Supplement retail: claims and labelling remain the retailer's representation, as the pet-supplies plan noted.

10. Organisation & Manpower Plan

Promoter / head coach

Instructors (certified) 8 14 22
Personal trainers 3 6 10
Front desk & member experience 3 5 8
Facility & cleaning 3 5 8
Corporate programme delivery 1 3 5
Marketing & community 2 3 5

Admin & accounts

Instructor retention (58% - 84%) is tracked as a revenue metric — the fifth business in this library where the

customer follows an individual rather than the brand, after groomers, coaches, dog trainers and sports coaches. A

departing instructor takes a substantial share of their class with them, which is why certification and continuing

education are funded rather than expected.

11. Implementation Timeline & Milestones




Setup Month 0-3 Studio fit-out, equipment, instructor recruitment and certification, screening protocol

Month
Launch 3.1 ~420 members, ~11,800 sessions; X1.82cr revenue, I8L profit; utilisation 54%
Build Year 2 Utilisation 66%, 6-month retention 56%, corporate scaled; X2.68cr, I41L profit

~980 members; %3.82cr, I84L profit; utilisation 74%, attendance 3.0/week, instructor retention

Optimise  Year 3
84%

12. Financial Plan (lllustrative)

All figures are illustrative model assumptions for an Indian context, shown so the promoter can replace them with live rates.
Class utilisation, attendance frequency, instructor retention and screening discipline are the levers — and
revenue per ATTENDED session is the governing metric, because in this model the studio is not paid for

absence.

12.1 Project cost & means of finance

capital reqUirement _

Studio fit-out (flooring, mirrors, acoustics, changing rooms) 26,00,000
Equipment (rigs, bikes, reformers, weights, cardio) 22,00,000
Deposits & advance rent 12,00,000
Working capital 7,00,000
Instructor recruitment, certification & training 5,00,000
Marketing & launch 4,00,000
Technology (booking, member app, access control) 2,00,000
Promoter contribution 42,00,000
Term loan 26,00,000
Working-capital finance 10,00,000

12.2 Projected Profit & Loss (3 years)

_

Class packs & session-based memberships 78,00,000 1,08,00,000 1,48,00,000
Unlimited monthly memberships 42,00,000 58,00,000 78,00,000
Personal & small-group training 26,00,000 42,00,000 62,00,000
Corporate & on-site programmes (daytime) 18,00,000 32,00,000 52,00,000
Workshops, challenges & events 10,00,000 16,00,000 24,00,000

Retail (apparel, supplements, equipment) 8,00,000 12,00,000 18,00,000



1'82’00'000 2'68'00’000 3'82’00'000

Salaries (instructors, trainers, front desk, admin) 68,00,000 96,00,000 1,34,00,000
Rent, utilities & facility 38,00,000 42,00,000 46,00,000
Marketing & member acquisition 20,00,000 26,00,000 34,00,000
Equipment maintenance & replacement 10,00,000 14,00,000 19,00,000
Instructor certification & continuing education 6,00,000 8,00,000 11,00,000
Insurance (injury, public liability) & medical screening 5,00,000 7,00,000 10,00,000
Retail cost of goods 5,00,000 7,00,000 11,00,000
Office, overheads & admin 8,00,000 11,00,000 15,00,000
Depreciation, interest & other 14,00,000 16,00,000 18,00,000

Total expenses 1,74,00,000 2,27,00,000 2,98,00,000

Net profit before tax 8,00,000 41,00,000 84,00,000

Net margin 4.4% 15.3% 22.0%
REVENUE PER ATTENDED SESSION (X) — not revenue per
412 448 495
member
Blended class utilisation 54% 66% 74%
Peak / off-peak class utilisation 72% [ 21% 84% | 34% 89% / 47%
Average attendance per active member per week 2.1 2.6 3.0
Member retention at 6 months 41% 56% 68%
Members on lock-in contracts NIL NIL NIL
Cancellation completed in one step 100% 100% 100%
Body-transformation guarantees made NIL NIL NIL
Pre-participation health screening before first class 100% 100% 100%
Sessions where a member was scaled down or stopped — a
340 620 890
positive
Instructor retention (annual) 58% 72% 84%
Unlimited memberships as % of revenue — held down deliberately 23.1% 21.6% 20.4%
18/ ~420/ 12/ ~680/ 9/~980/
Injuries requiring medical attention / Members / Sessions delivered
~11,800 ~19,500 ~28,600

12.3 Unit economics & break-even

o Revenue per attended session is the governing metric because the studio is not paid for absence.3412 -
X495 combines rate and mix; a gym would report revenue per member and be flattered by the members who

stopped coming.



« Attendance frequency matters more than member count. 600 members at three sessions a week beat 900 at two

— same revenue, better community, higher retention, lower acquisition cost.

« Class utilisation is the capacity constraint and it is bounded. With about thirty viable slots a week, growth is

better fill or another studio — there are no additional hours to find.

o Instructor retention is a revenue line in disguise, since a departing instructor takes a meaningful share of their

class with them.

o Break-even: Year 1, thinly at 4.4%, rising to 22.0%. Rent and instructor payroll are fixed against variable

attendance, which is why utilisation drives everything and why a weak quarter is felt in full.

12.4 Projected Cash Flow — Year 1 (quarterly, illustrative)

Particulars (¥) nmmm

Opening balance 17,00,000 15,00,000 16,00,000 18,00,000
Collections 42,00,000 44,00,000 46,00,000 46,00,000
Salaries, rent, marketing & overheads 44,00,000 43,00,000 44,00,000 43,00,000

Closing balance 15,00,000 16,00,000 18,00,000 21,00,000

Class packs are collected in advance and are unambiguously deferred revenue — the sixth business in this
library with that structure, after memberships, coaching programmes, grooming packages, boarding deposits
and academy term fees. A ten-session pack paid upfront is an obligation to provide ten coached sessions, not ten
sessions' worth of profit, and a studio funding this month's instructor payroll from packs that will be redeemed over the
next quarter is borrowing against its own timetable. Two features are specific here. Rent is unusually heavy relative
to footprint — a boutique studio needs a prime, accessible location because its catchment is a short drive at most, and at
%38 lakh against ¥1.82 crore of revenue it is the second-largest cost and entirely inflexible. And the seasonality
is behavioural rather than climatic: January brings a surge of new members of whom most will have stopped by March,
monsoon suppresses attendance, and festival months empty the timetable — so the January intake should be planned
as a spike that decays rather than as a new baseline, and a studio that hires instructors against January's

numbers will be overstaffed by April.

12.5 Key Performance Indicators to Monitor

« Attendance economics: revenue per attended session; class utilisation, peak and off-peak; attendance per

active member per week; no-show and late-cancel rates.

+ Retention: six-month member retention; six-week survival of new joiners; reactivation of lapsed members; cohort

behaviour by intake month.

« Safety: screening completion before first class; sessions scaled or stopped by instructors; injuries requiring
medical attention; new-member progressive loading adherence.

e Conduct & team: lock-in contracts (must be nil); cancellation completion time; claim audit against marketing;

instructor retention and class-following-instructor analysis.

13. Funding Requirement & Bankability

Total ask: ¥26 lakh term loan plus ¥10 lakh working-capital finance against 42 lakh promoter contribution. Four
points. First, the security is modest — equipment holds some resale value, fit-out in leased premises does not — so
lending rests largely on cash flow and covenant. Second, the metric to underwrite is attendance rather than

membership. A studio reporting 900 members and 54% class utilisation is describing a marketing



achievement and an operating problem, and in this model the second one determines the revenue. Third, ask
how revenue splits between attendance-linked packs and unlimited memberships, because a business drifting
toward unlimited pricing is quietly reacquiring the gym's breakage dependency and will show good numbers
while its members disengage. Fourth, screening and instructor certification are genuine credit factors: an
uninsured studio running unscreened high-intensity classes with uncertified instructors is carrying an injury-liability
exposure that a single serious incident converts into both a claim and the end of enrolment in a catchment

where members talk.

13.1 Funding utilisation

Studio fit-out (flooring, mirrors, acoustics, changing rooms) 26,00,000 33.3%
Equipment (rigs, bikes, reformers, weights, cardio) 22,00,000 28.2%
Deposits & advance rent 12,00,000 15.4%
Working capital 7,00,000 9.0%
Instructor recruitment, certification & training 5,00,000 6.4%
Marketing & launch 4,00,000 5.1%
Technology (booking, member app, access control) 2,00,000 2.6%

78,00'000

14. Risk Analysis & Mitigation

_ Mitigation

Traditional gyms are profitable precisely because members do not attend — a gym at full

attendance would be unable to serve its members and financially worse off. It is the clearest
Drifting back to the

case in this library of a model whose profit depends on its product failing. Unlimited memberships
breakage model

reintroduce that: a member paying 6,000 and attending four times has funded the studio at

1,500 a session while consuming almost nothing. Held to ~20% of revenue; packs carry the rest

Arises from unaccustomed high-volume eccentric work to exhaustion — and the classic case is not

an athlete but A DECONDITIONED BEGINNER, IN THEIR FIRST FORTNIGHT, IN A GROUP SETTING
Exertional WHERE STOPPING EARLY FEELS LIKE FAILING PUBLICLY. Every element of that description is
rhabdomyolysis something a boutique studio actively creates. Screening 100%, progressive loading for new members,

heat and hydration management, scaled options normalised, and instructors who will stop a member

who insists they are fine

A class culture that A culture that celebrates finishing at all costs will produce the injury regardless of what the
overrides the policy document says — which is why scaling and stopping are reported as an achievement (340 - 890)

policy rather than treated as an exception

Crueller than the turf's problem: the turf could sell mornings to schools, but a fitness studio’'s

midday slot has almost no natural buyer — the people who want to train are at work. Partial answers
The unfillable

only: corporate on-site delivery taking the instructor TO the daytime demand, seniors/new
middle of the day

mothers/shift and remote workers, and accepting a lighter midday schedule rather than running empty

classes that demoralise instructors. Growth is better fill or another studio — there are no more hours



Instructor

departure

Dark-pattern

contracting

Transformation

claims

Price squeeze from
both sides

January intake
mistaken for a

baseline

Deferred class packs

The fifth business in this library where the customer follows an individual rather than the brand
(after groomers, coaches, dog trainers, sports coaches) — a departing instructor takes a substantial share of
their class. Retention tracked as a revenue metric (58% — 84%); certification and continuing education
funded

The sector's standard devices — auto-renewal without clear consent, deliberately difficult
cancellation, "limited slots" urgency, invented original prices — are increasingly enforceable under
CCPA guidelines. Lock-ins: NIL; cancellation in one step, forfeiting revenue that friction reliably

produces

Most members will not achieve the physique in the marketing photograph, and a studio
promising it is selling the same lottery ticket the sports academy declined to sell. No guarantees;

report attendance consistency, which is what the studio actually delivers

1,500 gyms below and free online workouts above on convenience. The honest answer is that neither
solves the problem people have: they fail not from lack of access but because THEY DO NOT GO.
Sell the booked slot, the named instructor who notices, and eleven people expecting them — and do not

try to convert someone adequately served by a ¥1,500 gym

Seasonality is behavioural rather than climatic — January surges decay by March, monsoon suppresses
attendance, festivals empty the timetable. A studio that hires instructors against January's numbers

will be overstaffed by April

The sixth deferred-revenue business in this library — a ten-session pack is an obligation to provide ten
coached sessions, and a studio funding payroll from packs redeemed next quarter is borrowing

against its own timetable

15. SWOT Analysis

Strengths

Revenue tracks attendance, aligning the operator's
incentive with the member's outcome for the first time
in this industry; continuous accurate feedback on whether the
product works; small capped classes enabling real coaching;

community as a retention mechanism that cannot be

Weaknesses

No breakage cushion — a quiet month is felt immediately
; ~30 viable class slots a week is a hard ceiling; midday
capacity is close to unfillable; heavy fixed rent in a prime
location; members follow instructors, not the studio; injury

liability inherent to the format.

downloaded; no lock-in as a genuine proposition; corporate

delivery monetising otherwise-dead hours.

Opportunities

Corporate wellness budgets funding daytime programmes;
seniors and post-natal segments both under-served and off-
peak available; format specialisation building identity; second
studio once fill discipline is proven; personal training as the

highest-rate line; workshops reactivating lapsed members.

Threats

1,500 gyms and free online workouts squeezing from
both directions; aggregator fitness passes commoditising the
class; instructor poaching by competitors; a serious injury
incident in a catchment where members talk; rent escalation in
prime locations; January-cohort attrition being mistaken for

market weakness.

16. Recommended AiSevak Tools for This Business

This boutique fitness studio would use AiSevak's Sports and Wellness vertical tools in operations:



« Attendance economics: revenue-per-attended-session tracking, class utilisation by slot and instructor,

attendance frequency per member, no-show management.

« Retention: six-week new-joiner survival alerts, six-month retention cohorts by intake month, lapsed-member

reactivation, progress tracking shown to members.

« Safety: pre-participation screening workflow with clearance flags visible to instructors, scaled/stopped

session log, injury register, progressive-loading adherence for new members.

e Conduct: one-step cancellation with lock-in prohibition, claim substantiation register, DPDP-compliant health-

declaration retention.

o Team: instructor retention and class-following analysis, certification and continuing-education records, teaching quality

reviews.

17. Key Assumptions & Notes

e Boutique fitness studio: small-group functional, strength, spin, pilates or reformer training via class packs and session

memberships, plus personal training, corporate on-site programmes, workshops and small retail.

A BEST UNDERSTOOD AGAINST THE MODEL IT REPLACES, DESCRIBED HONESTLY: TRADITIONAL GYMS ARE
PROFITABLE PRECISELY BECAUSE THEIR MEMBERS DO NOT ATTEND. An annual membership sold to a thousand
people in a facility holding ninety works only because MOST MEMBERS STOP COMING BY ABOUT WEEK SIX AND
THE REVENUE IS COLLECTED REGARDLESS — A CONVENTIONAL GYM ACHIEVING FULL ATTENDANCE WOULD
BE PHYSICALLY UNABLE TO SERVE ITS MEMBERS AND FINANCIALLY WORSE OFF. IT IS THE CLEAREST
INSTANCE IN THIS LIBRARY OF A BUSINESS MODEL WHOSE PROFIT DEPENDS ON ITS OWN PRODUCT

FAILING, and why the industry's retention statistics are quoted so rarely.

THE BOUTIQUE MODEL INVERTS THAT, AND THE INVERSION IS ITS ACTUAL SIGNIFICANCE RATHER THAN
THE BRANDING OR THE EQUIPMENT: CLASS PACKS AND SMALL-GROUP PRICING MEAN REVENUE TRACKS
ATTENDANCE — THE STUDIO EARNS WHEN PEOPLE COME AND EARNS NOTHING WHEN THEY DO NOT, SO
FOR THE FIRST TIME IN THIS INDUSTRY THE OPERATOR'S INCENTIVE AND THE MEMBER'S OUTCOME POINT
THE SAME WAY - consequence is that THIS IS A HARDER BUSINESS TO RUN THAN A GYM BECAUSE THE
BREAKAGE CUSHION IS GONE, and the governing metric is REVENUE PER ATTENDED SESSION
(¥412-%448-%495) RATHER THAN REVENUE PER MEMBER — a gym would report revenue per member AND
BE FLATTERED BY THE MEMBERS WHO STOPPED COMING (blended class utilisation 54%-66%-74% underneath
it). The mix decision at the centre of the plan is THE DELIBERATE SUPPRESSION OF UNLIMITED MEMBERSHIPS,
WHICH RUNS AGAINST WHAT MOST STUDIOS DO: unlimited pricing sells well and produces predictable recurring
revenue but REINTRODUCES BREAKAGE — THE MEMBER WHO PAYS 6,000 AND ATTENDS FOUR TIMES HAS
FUNDED THE STUDIO AT 1,500 A SESSION WHILE CONSUMING ALMOST NOTHING, PROFITABLE IN EXACTLY
THE WAY THE GYM MODEL IS PROFITABLE AND FOR EXACTLY THE SAME REASON - held to ~20% of revenue,
which is uncomfortable (a quiet month is felt immediately) and is the entire point; compensating benefit is practical
rather than moral — A BUSINESS PAID PER ATTENDANCE HAS CONTINUOUS, ACCURATE FEEDBACK ABOUT
WHETHER ITS PRODUCT IS WORKING, WHILE A BUSINESS PAID BY SUBSCRIPTION CAN LOSE ITS MEMBERS'
ENGAGEMENT FOR SIX MONTHS WITHOUT NOTICING AND DISCOVERS IT ONLY AT RENEWAL.

TWO DISCIPLINES FOLLOW FROM TAKING THE INVERSION SERIOUSLY AND BOTH COST MONEY: (a) NO
LOCK-IN CONTRACTS AND CANCELLATION IN A SINGLE STEP (members on lock-in: NIL), forfeiting the
revenue that friction reliably produces — and the CCPA's dark-pattern guidelines now reach the sector's standard
devices (auto-renewal without clear consent, deliberately difficult cancellation, "limited slots" urgency,
invented original prices), making this a compliance matter rather than a choice; (b) NO BODY-TRANSFORMATION
GUARANTEES, because the aspiration gap this vertical was founded on applies in full: MOST MEMBERS



WILL NOT ACHIEVE THE PHYSIQUE IN THE MARKETING PHOTOGRAPH, AND A STUDIO THAT PROMISES IT IS
SELLING THE SAME LOTTERY TICKET THE SPORTS ACADEMY DECLINED TO SELL ("lose 10kg in 30 days" is a
representation requiring evidence).

THE SAFETY ISSUE IS SPECIFIC AND UNDER-DISCUSSED: HIGH-INTENSITY GROUP TRAINING WITH
UNSCREENED, DECONDITIONED BEGINNERS IS A GENUINE CLINICAL RISK, NOT A THEORETICAL ONE.
EXERTIONAL RHABDOMYOLYSIS — skeletal muscle breakdown releasing myoglobin in quantities that can
damage the kidneys — arises from UNACCUSTOMED, HIGH-VOLUME ECCENTRIC WORK PERFORMED TO
EXHAUSTION, AND THE CLASSIC CASE IS NOT AN ATHLETE: IT IS A DECONDITIONED BEGINNER, IN THEIR
FIRST FORTNIGHT, IN A GROUP SETTING WHERE STOPPING EARLY FEELS LIKE FAILING PUBLICLY — EVERY
ELEMENT OF THAT DESCRIPTION IS SOMETHING A BOUTIQUE STUDIO ACTIVELY CREATES - controls
unglamorous and non-negotiable: screening before participation (100%), PROGRESSIVE LOADING for new
members rather than dropping them into the standard class, hydration and heat management in Indian
conditions, scaled options presented as NORMAL rather than REMEDIAL, and instructors who will STOP a
member who is deteriorating INCLUDING THE MEMBER WHO INSISTS THEY ARE FINE; that last is A CULTURE
PROBLEM MORE THAN A TRAINING ONE, BECAUSE A CLASS CULTURE THAT CELEBRATES FINISHING AT ALL
COSTS WILL PRODUCE THE INJURY REGARDLESS OF WHAT THE POLICY DOCUMENT SAYS - scaling/stopping
reported as an ACHIEVEMENT (340-620-890) rather than as an exception; injuries 18-12-9. NO MANDATORY
CERTIFICATION FOR FITNESS INSTRUCTORS IN INDIA — THE SIXTH SELF-REGULATED BUSINESS IN THIS
LIBRARY (after groomers, coaches, dog trainers, sports coaches and sports facilities).

THE CAPACITY PROBLEM IS CRUELLER THAN THE TURF'S: demand exists almost entirely in two windows —
roughly 6-9am and 6-9pm — giving about THIRTY VIABLE CLASS SLOTS A WEEK, AND THAT IS THE CEILING.
The turf at least had a fillable off-peak (schools and academies genuinely want weekday mornings), whereas A FITNESS
STUDIO'S MIDDAY SLOT HAS ALMOST NO NATURAL BUYER, BECAUSE THE PEOPLE WHO WANT TO TRAIN
ARE AT WORK AND THE PEOPLE NOT AT WORK ARE LARGELY NOT THE STUDIO'S DEMOGRAPHIC - three
partial answers, none complete: CORPORATE ON-SITE DELIVERY, WHICH TAKES THE INSTRUCTOR TO THE
DAYTIME DEMAND RATHER THAN WAITING FOR IT TO ARRIVE; segments whose hours actually are free (seniors,
new mothers, shift and remote workers); and accepting a genuinely lighter midday schedule rather than
running empty classes that demoralise instructors - strategic consequence: GROWTH COMES FROM FILLING
THE THIRTY SLOTS BETTER OR OPENING ANOTHER STUDIO — NOT FROM FINDING MORE HOURS, BECAUSE
THERE ARE NONE (off-peak class utilisation 21%—-47%). Retention framing: THE NUMBER THAT DECIDES THIS
BUSINESS IS AVERAGE ATTENDANCE PER ACTIVE MEMBER PER WEEK (2.1-2.6-3.0), MORE IMPORTANT
THAN MEMBER COUNT — 900 MEMBERS AT TWO SESSIONS AND 600 AT THREE GENERATE THE SAME
SESSIONS, BUT THE SECOND HAS STRONGER COMMUNITY, BETTER CLASS ENERGY, HIGHER RETENTION
AND LOWER ACQUISITION COST; GROWTH BY ADDING LIGHTLY-ENGAGED MEMBERS IS THE GYM'S MODEL
IMPORTED INTO A BUSINESS THAT CANNOT SUPPORT IT, BECAUSE HERE THOSE MEMBERS DO NOT PAY FOR
WHAT THEY DO NOT ATTEND.

Competitive honesty: the answer to "why pay ¥6,000 when the gym is 1,500 and YouTube is free" is NOT
intensity or equipment — IT IS THAT THE ALTERNATIVES DO NOT SOLVE THE PROBLEM PEOPLE ACTUALLY
HAVE: VERY FEW PEOPLE FAIL TO GET FIT BECAUSE THEY LACKED ACCESS TO A SQUAT RACKOR A
WORKOUT VIDEO — THEY FAIL BECAUSE THEY DO NOT GO. A GYM MEMBERSHIP REMOVES THE ACCESS
BARRIER AND LEAVES THE ATTENDANCE PROBLEM ENTIRELY INTACT, WHICH IS PRECISELY WHY GYMS CAN
SELL FAR MORE MEMBERSHIPS THAN THEY HAVE CAPACITY FOR - what the studio sells is THE THING THAT
MAKES SOMEONE TURN UP ON A TUESDAY WHEN THEY DO NOT FEEL LIKE IT: A BOOKED SLOT, A NAMED
INSTRUCTOR WHO WILL NOTICE, AND ELEVEN OTHER PEOPLE EXPECTING THEM — worth four times a gym
membership to the person for whom it works and nothing at all to the person for whom it does not, so THIS BUSINESS
SHOULD NOT TRY TO CONVERT PEOPLE WHO WOULD BE ADEQUATELY SERVED BY A 1,500 GYM. Instructor



dependence: the FIFTH business in this library where the customer follows an INDIVIDUAL rather than the
BRAND (groomers, coaches, dog trainers, sports coaches, now instructors) — retention 58%—72%—-84% tracked as a
revenue metric. Cash: class packs are collected in advance and are unambiguously DEFERRED REVENUE —
the SIXTH such business here (after memberships, coaching programmes, grooming packages, boarding
deposits and academy term fees): a ten-session pack is AN OBLIGATION TO PROVIDE TEN COACHED
SESSIONS, NOT TEN SESSIONS' WORTH OF PROFIT, and a studio funding this month's instructor payroll
from packs redeemed next quarter IS BORROWING AGAINST ITS OWN TIMETABLE rent is unusually heavy
relative to footprint because the catchment is a short drive at most — X38L against X1.82cr of revenue, the
second-largest cost and entirely inflexible; and SEASONALITY IS BEHAVIOURAL RATHER THAN CLIMATIC —
January surges of new members MOST OF WHOM WILL HAVE STOPPED BY MARCH, monsoon suppression,
festival months emptying the timetable - THE JANUARY INTAKE SHOULD BE PLANNED AS A SPIKE THAT
DECAYS RATHER THAN AS A NEW BASELINE, AND A STUDIO THAT HIRES INSTRUCTORS AGAINST JANUARY'S
NUMBERS WILL BE OVERSTAFFED BY APRIL. Lender note: security modest (equipment has some resale value, fit-
out in leased premises none); underwrite ATTENDANCE RATHER THAN MEMBERSHIP, since A STUDIO
REPORTING 900 MEMBERS AND 54% CLASS UTILISATION IS DESCRIBING A MARKETING ACHIEVEMENT AND
AN OPERATING PROBLEM — AND IN THIS MODEL THE SECOND ONE DETERMINES THE REVENUE ask how
revenue splits between attendance-linked packs and unlimited memberships, because A BUSINESS
DRIFTING TOWARD UNLIMITED PRICING IS QUIETLY REACQUIRING THE GYM'S BREAKAGE DEPENDENCY AND
WILL SHOW GOOD NUMBERS WHILE ITS MEMBERS DISENGAGE; and treat screening and instructor
certification as GENUINE CREDIT FACTORS, since an uninsured studio running unscreened high-intensity
classes with uncertified instructors is carrying an injury-liability exposure THAT A SINGLE SERIOUS
INCIDENT CONVERTS INTO BOTH A CLAIM AND THE END OF ENROLMENT IN A CATCHMENT WHERE MEMBERS
TALK. X78L, ~420-980 members, ~11,800-28,600 sessions, rev 1.82-3.82cr, Y1 X8L — Y3 X84L. Figures illustrative,
exclude GST.

» Use these tools now — free on AiSevak

Every tool referenced in this plan is available on aisevak.in. Open the Sports, Fitness & Recreation Businesses toolkit

to browse and use them all at https://aisevak.in/verticals/sports — or go straight to any specific tool at

https://aisevak.in/service/<tool-name>. No signup needed to explore; each tool guides you step by step.
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