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GymOwner
Member management + WhatsApp campaigns + fee-cycle automation for India's 60,000
independent neighbourhood gyms. The vertical SaaS for owner-operators who lose 35%
of members at renewal because nobody is chasing renewals systematically.

Category Set 5 · Vertical/Creator

Customer Independent Indian neighbourhood gym owners (single location, 80-450 active members,
■15k-1.5L/month revenue)

Monetisation ■1,499/mo Solo · ■2,499/mo Pro (add trainer + class management) · ■4,499/mo Multi-location

Build effort Med

Plan version v1.0 — 2026-05

Executive Summary
GymOwner is a vertical SaaS for the 60,000+ independent Indian neighbourhood gyms — the single-location
operations with 80-450 active members each, owner-operated, run on paper registers + WhatsApp +
memory. The fundamental operational problem these gyms have: member renewal management. Industry
data suggests 30-40% of members let their membership lapse at renewal time without being reminded. The
owner's attention is elsewhere; nobody systematically reaches out 7 days before renewal, on renewal day, 3
days after. The lost-revenue cost from this one operational gap is typically ■40,000-2 lakh/month per gym.

GymOwner addresses this directly. Automated renewal reminders via WhatsApp 7 days before / on renewal
day / 3 days after / 14 days after; automated UPI payment links; recovery campaigns for lapsed members.
Plus: member check-in tracking (knowing who's not showing up flags churn risk), trainer-and-class
scheduling (Pro tier), basic financial dashboards for the owner.

Pricing: ■1,499/mo Solo, ■2,499/mo Pro, ■4,499/mo Multi-location. Year-1 target: 1,800 paying gyms
generating ■3.5 crore annual revenue against ■62 lakh costs. Cash-positive month 3. The wedge against
generic CRM/booking software (Salonist, Wellyx that exist for fitness but priced wrong for the Indian
neighbourhood-gym segment) is India-pricing + gym-specific vocabulary + WhatsApp-native communication.
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The Problem
The Indian neighbourhood gym (80-450 members, 1-3 staff, owner-operator, ■15k-1.5L/month revenue) is
one of the most operationally fragile small-business categories. The owner is typically a fitness enthusiast
who opened the gym for love of the work; the operational and financial discipline is weak. The result: chronic
revenue leakage from preventable causes.

Primary leakage: renewal management. A typical gym with 200 members at ■1,500/month average has ~16
renewals due each month. With no systematic reminder process, 4-6 of these typically lapse without renewal
(~■6k-9k of monthly recurring revenue evaporates monthly = ■72k-108k annual revenue loss per gym, just
from un-reminded lapses).

Secondary leakage: trial-to-paid conversion. Walk-ins try a free trial day; without structured follow-up, only
18-25% convert vs. the 35-45% conversion rate the gym could achieve with systematic 24-hour and 72-hour
follow-up.

Tertiary leakage: dormant-member identification. Members who haven't checked in for 14+ days are 4x more
likely to lapse at next renewal; identifying them early enables intervention (call from trainer, free PT session,
gentle nudge). Without check-in tracking, owner has no visibility.

Existing solutions fail. Generic CRM tools (Zoho, HubSpot, even gym-specific Salonist, Mindbody, Wellyx)
are over-priced ($50-300/month) for the Indian neighbourhood-gym segment + not WhatsApp-native + not
designed around Indian payment flows (UPI dominance). Most owners do nothing rather than adopt
expensive over-engineered tools.

The Solution
GymOwner is built around four core workflows. Workflow 1 — member management: structured database of
every member with profile + membership type + renewal date + payment history + emergency contacts +
waiver signed. Workflow 2 — renewal automation: configurable WhatsApp reminder cadence (7 days before
/ day of / 3 days after / 14 days after) with embedded UPI payment link; automatic follow-up if not paid.
Workflow 3 — check-in tracking: simple QR-based check-in (member scans gym QR on phone; system
records attendance) or front-desk-staff check-in via mobile app. Provides dormancy visibility. Workflow 4 —
trial-to-paid conversion: structured trial registration + 24-hour and 72-hour follow-up automation.

Pro tier (■2,499/mo) adds trainer-and-class management: trainer schedules, class capacity + booking,
group-class attendance tracking, PT session booking + tracking. Multi-location tier (■4,499/mo) for 2-5
location gyms: consolidated dashboard, cross-location member access (member at location A can use
location B), location-level financial reporting.

Three structural differences from existing options. First, India-pricing (■1,499-4,499/mo vs. $50-300/mo
Western alternatives). Second, WhatsApp-native renewal automation (Indian gym members respond to
WhatsApp; not SMS, not email). Third, owner-operator-first UX (radically simpler than Mindbody / Wellyx
which are designed for boutique studio with multiple staff).
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Market Opportunity
India organised gym + fitness centre market: estimated 60,000+ independent neighbourhood gyms across
tier-1/2/3 cities (this excludes the 500-odd chain gyms like Cult.fit, Talwalkars, Gold's Gym franchises).
Average ~180 active members per gym, ~■50,000/month revenue. Total market: ~■4,000 crore annual gym
revenue across the segment.

Software penetration: <10% currently use any paid management software. SAM at ■15,000-30,000/year
SaaS ARPU = approximately ■900-1,800 crore growing at 8-12% annually as fitness becomes more formal
in India.

Realistic 3-year capture: 0.5-1.5% of total SAM = ■4.5-27 crore ARR. Defensible at the lower end of capture.

Adjacent expansion. Year 2: yoga studio + Pilates studio + martial arts academy variants (similar dynamics,
different vocabulary). Boutique fitness studio variant (the higher-end CrossFit / F45-style boutiques in
metros). Year 3: physical therapy clinic + sports physio centre variants (different verticals but adjacent
member-management dynamics).

Target Customer
Primary persona: a 39-year-old gym owner in Coimbatore running a 14-year-old neighbourhood gym with
220 active members, ■65k/month revenue. Manages renewals via paper diary + reminder calls he forgets to
make. Loses ~6 members/month at renewal-time to neglect (~■9k/month lost RR). Will pay ■1,499/mo Solo
tier as soon as someone shows him the math.

Secondary persona: a 33-year-old gym owner-trainer in Pune with 180 members, also offers personal
training (PT) sessions + 4 daily group classes (functional + HIIT + yoga). Currently manages class schedules
via paper schedule pinned to wall. Will pay ■2,499/mo Pro tier for class + PT booking integration.

Tertiary persona: a 45-year-old fitness entrepreneur in Bengaluru with 3 gym locations across the city
(combined 750 members). Each location runs independently; he cannot see consolidated revenue or churn
position. Will pay ■4,499/mo Multi-location tier for unified view.
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Product
Member management: structured member database with profile + membership type + start/end dates +
payment history + emergency contacts + medical conditions + waiver signature. Search + filter + tag.

Renewal automation: configurable WhatsApp reminder cadence per gym preferences (default: 7-day-before
+ day-of + 3-day-after + 14-day-after); UPI payment link embedded; automatic mark-as-paid when UPI
transaction confirmed.

Check-in tracking: QR-based self-check-in (member scans gym QR on their phone) or front-desk staff app
for tap-check-in. Dormancy dashboard (members with no check-in in 14+ days flagged).

Trial-to-paid workflow: trial registration on iPad / phone at gym front desk; automated WhatsApp follow-up at
24h + 72h with subscription offer; track conversion rate.

Owner financial dashboard: monthly revenue + member-count trend + churn rate + renewal-rate +
active-vs-dormant member split + cash-flow position.

WhatsApp campaign manager: birthday + festival + offer campaigns to member groups, with template
library.

Pro tier — class + trainer management: trainer schedules, class capacity + booking, group-class attendance
tracking, PT session booking + tracking, trainer payout calculations.

Multi-location tier — consolidated dashboard, cross-location member access, location-level financial
reporting, owner-level vs. location-manager-level role permissions.

Technical Architecture
Frontend: Next.js + Tailwind, mobile-responsive (gym owners run their gym from their phone), with separate
small front-desk-staff tablet app for check-in operations.

Backend: Python on Hetzner cloud, Postgres on Neon.

WhatsApp: Meta Business Cloud API for member communication.

Payments: Razorpay for UPI member payments + subscription billing.

QR check-in: simple QR generated per gym; member scans + identifies themselves; system records
check-in. Alternative front-desk-staff manual check-in flow.

Customer support: Crisp + WhatsApp Business support channel.
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Business Model & Unit Economics
Three tiers. Solo (■1,499/mo or ■14,999/yr): single user, single location, full member management +
renewals + check-in + financial dashboard. Pro (■2,499/mo or ■24,999/yr): Solo + class/trainer
management + PT booking + trainer payouts. Multi-location (■4,499/mo or ■44,999/yr): up to 5 locations,
consolidated dashboard, cross-location access.

Conversion economics: free trial converts at 32% (high because the renewal-loss math is convincing).
Distribution: 60% Solo, 32% Pro, 8% Multi-location. Monthly churn target under 2.5% (very low — switching
out of an operational system is hard).

Gross margin: 78% blended. Major cost: WhatsApp messaging (~■250/gym/month at average
member-communication volume), infrastructure (~■80/gym/month).

Customer LTV: very strong; gyms are typically 5-15 year operations; once integrated, stays for ages.
■18,000/year × 6-year average = ■1.08 lakh LTV at Solo tier.

Unit Economics (Year-1 base case)

Year-1 paying gyms (target) 1,800

Blended ARPU ■19,500/year

Year-1 revenue ■3.5 crore

Gross margin 78%

Customer acquisition cost (CAC) ■2,200

Payback period 1.5 months

Year-1 all-in costs ~■62 lakh

Year-1 net contribution ~■2.1 crore

Go-to-Market
Channel 1 — Field sales in 10 cities (45%): hire 7 field reps walking neighbourhood-gym dense streets in
tier-1/2 cities (Coimbatore, Pune, Hyderabad, Bengaluru, Indore, Lucknow, Ahmedabad, Jaipur, Vadodara,
Kochi). Tablet demo + on-the-spot conversion. Highest-conversion channel.

Channel 2 — Fitness industry associations (25%): partnerships with Fitness Industry Council of India +
regional fitness federations. Member-discount + association-event presence.

Channel 3 — Equipment supplier partnerships (15%): partnerships with gym-equipment suppliers (Cybex,
Lifetime, Indian manufacturers) for recommended-software inclusion in equipment-sales packages.

Channel 4 — Content + SEO (15%): content on gym-owner operational topics (renewal-rate improvement,
member-retention strategies, trial-conversion playbooks). Hindi + English content.

Roadmap (first 12 months)

• Month 1-3: MVP — member management + renewal automation + WhatsApp + UPI + basic dashboard.
Launch in Coimbatore + Pune with 80 paying gyms.

• Month 4-5: QR check-in + dormancy dashboard + trial-conversion workflow, expand to 5 cities, 400
paying gyms, ■6 lakh MRR.

• Month 6-8: Pro tier with class + trainer management, field sales operational, 900 paying gyms, ■14 lakh
MRR.
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• Month 9-10: Multi-location tier launched, expansion to 10 cities, 1,400 paying gyms, ■22 lakh MRR.

• Month 11-12: 1,800 paying gyms, ■3.5 crore annualised revenue.

Key Risks

• Slow change-adoption: traditional gym owners resist software adoption; sales cycles can stretch.
Mitigated by field-sales demo + free trial + onboarding-included pricing.

• WhatsApp Business API cost changes — periodic Meta price increases. Mitigated by SMS fallback +
bundle-pricing absorption.

• Vertical incumbent response (Wellyx, Mindbody launching India-priced tier) — possible. Mitigated by
India-first feature set + WhatsApp-native delivery + speed of iteration.

• Member-data sensitivity: member health/medical conditions + payment data are sensitive. Mitigated by
encryption + clear privacy policy + DPDP compliance.

• Cult.fit / chain-gym dominance increasing: large chains have been aggressively expanding which
compresses the neighbourhood-gym segment. Real long-term risk; mitigated by adjacent-vertical
expansion (yoga studios, MMA academies, physio clinics) and by the resilience of
personal-relationship-driven neighbourhood gyms despite chain pressure.


