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FitTribe
Small-group fitness accountability — 3-8 friends commit to weekly fitness goals;
auto-tracking + group challenges. Strava is broadcast; FitTribe is intimate. Social
pressure delivers what apps alone can't. $9/month per user.

Category Set 8 · Mixed Round

Customer Friend-groups + colleague-groups + family-groups wanting fitness accountability (3-8 person
tight groups; not broadcast social networks)

Monetisation $9/mo per user · $39/mo per group (up to 8 users) · ■299/mo India tier

Build effort Low

Plan version v1.0 — 2026-05

Executive Summary
FitTribe is a small-group fitness accountability app. The wedge: existing fitness platforms are either solo
(Apple Fitness + MyFitnessPal + Whoop) or broadcast (Strava + Nike Run Club — public feeds with
strangers). The structural gap: small-group intimate accountability — 3-8 friends or colleagues who commit
to each other on weekly fitness goals + actually hold each other accountable.

Product: small-group workspace for 3-8 users with weekly-goal commitment + automatic activity tracking via
wearable integration + group challenges + structured weekly check-ins + light social pressure mechanisms
(group sees when member misses goal; encouraging messages auto-prompted).

Year-1 target: 6,500 paying users (across ~1,200 groups) generating ■2.5 crore annual revenue against
■38 lakh costs. Cash-positive month 3.
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The Problem
People struggle to sustain fitness routines alone. Decades of behavioural research show small-group
accountability (3-8 people, intimate trust, regular check-ins) is one of the most effective interventions. But
existing fitness tools fail this. Solo trackers (Apple Fitness + MyFitnessPal): no accountability layer.
Broadcast platforms (Strava + Nike Run): public feeds with strangers; no intimate accountability;
performance-anxiety frequently produced. In-person trainer/coach: expensive ($50-200/session) + not
scalable.

Market gap: small-group accountability tool with intimate workspace + automatic tracking + structured rituals.

The Solution
FitTribe structure. Group creation: 3-8 users invited by group founder. Group workspace: shared weekly goal
setting (each member commits to specific weekly goals — run 25km, do 4 strength workouts, etc.);
automatic tracking via wearable integration (Apple Watch + Garmin + Whoop + Oura + Fitbit); progress
visibility + weekly check-in ritual; group challenges (Q1 step total + monthly distance + etc.).

Light social pressure mechanisms: group sees when member is behind on goal (without shame); members
can send encouragement; missed-goal triggers structured check-in conversation; weekly group video-call
ritual optional.

India tier ■299/mo per user pricing.
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Market Opportunity
Global fitness-tracking-app users: ~500M. Subset wanting accountability beyond solo + broadcast: ~30-50M.

At blended $80/yr ARPU, SAM is $2.4-4B globally. Realistic 4-year capture: 0.05-0.2% = $1.2-8M ARR.

Adjacent expansion. Year 2: corporate-team fitness tier. Year 3: family-fitness tier for multi-generational
accountability.

Target Customer
Primary persona: a 33-year-old wanting fitness accountability with college-friend group of 5. Group founder
pays $39/mo group tier covering all 5.

Secondary persona: a 41-year-old colleague-group at work doing fitness challenge. Each pays $9/mo
individually.

Tertiary persona: a 28-year-old in Bengaluru with 4-friend group. Group founder pays ■299/mo per user
India tier.
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Product
Group creation + invite (3-8 users).

Weekly goal commitment + tracking.

Wearable integration: Apple Watch + Garmin + Whoop + Oura + Fitbit.

Group dashboard with progress visibility.

Weekly check-in ritual + group challenges.

Light social pressure: encouragement + missed-goal structured conversation.

Optional video-call ritual support.

Technical Architecture
Frontend: React Native mobile.

Backend: Python on Hetzner cloud, Postgres.

Wearable integrations: Apple Health + Google Fit + Whoop + Oura + Garmin + Fitbit APIs.

Push notifications + chat.

Payments: Stripe + Razorpay.
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Business Model & Unit Economics
Per-user $9/mo or group-tier $39/mo (8 users). India tier ■299/mo per user.

Conversion: group-formed conversion at 28% (high — once group decides to commit). Distribution: 60%
group-tier, 30% per-user, 10% India.

Gross margin: 88%. Costs: infrastructure + push notifications.

LTV: $108 × 14 mo = $151 per-user (individual); $468 × 18 mo = $842 per group-tier; India ■3,588 × 16 mo
= ■5,741.

Unit Economics (Year-1 base case)

Year-1 paying users 6,500

Year-1 groups 1,200

Blended ARPU ■3,900/yr per user

Year-1 revenue ■2.5 crore

Gross margin 88%

CAC ■220

Year-1 all-in costs ~■38 lakh

Year-1 net contribution ~■1.8 crore

Go-to-Market
Channel 1 — Friend-group viral mechanics (50%): each group-founder invites friends; group-formation is
inherently viral.

Channel 2 — Fitness-content + creator partnerships (25%).

Channel 3 — Workplace + corporate-wellness partnerships (15%).

Channel 4 — Paid acquisition (10%).

Roadmap (first 12 months)

• Month 1-3: MVP with group + tracking + Apple Watch + Garmin integration + per-user tier. 400 users (~80
groups).

• Month 4-5: Group tier + India tier + Whoop + Oura integration, 1,500 users.

• Month 6-8: Challenges + group video-call + encouragement automation, 3,500 users.

• Month 9-10: Workplace tier + advanced analytics, 5,200 users.

• Month 11-12: 6,500 users, ■2.5 crore annualised.

Key Risks

• Group cold-start: requires multiple users committing. Mitigated by group-founder champion model +
invite-friction reduction.

• Apple + Strava adding small-group features — possible. Mitigated by intimate-group focus +
accountability-mechanism design.

• Group decay: groups lose enthusiasm over months. Mitigated by structured rituals + challenges +
re-engagement nudges.
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• Wearable API dependencies. Mitigated by multi-platform support.

• Slow per-user conversion: requires friend-group commitment. Mitigated by group-tier pricing reducing
per-user friction.


