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Executive Summary 

Whoop is not a fitness tracker. It is a behaviour-change engine with a hardware distribution strategy. By 
eliminating the screen, removing one-time hardware purchase costs, and anchoring on recovery rather than 
performance, Whoop has carved a defensible position in a crowded wearables market. 
Core thesis: The wearable war isn't won by the best hardware. It's won by whoever turns data into decisions 
people actually act on. Whoop is close — but the AI layer needs to grow up. 

Product Overview 

Attribute Detail 
Category Health Wearable + Companion App 
Founded 2012 — Will Ahmed, John Capodilupo, Aurelien 

Heilbronn 
Business Model Subscription-first: hardware free on 12-month 

membership (~$30/mo) 
Key Segments Athletes, health-optimisers, corporate wellness, clinical 

research 
Differentiator No screen + recovery-first framing + subscription on 

hardware 
 

Target Users & Jobs to Be Done 

User Segment Job to Be Done Pain Point Solved 
Elite athletes Optimise training load & recovery 

cycles 
Overtraining & injury risk 

Health-optimisers Understand body signals to improve 
habits 

Data without context 

Corporate wellness Reduce employee burnout, lower 
insurance 

Reactive not proactive health 

Coaches / trainers Monitor team readiness objectively Subjective self-reporting 
 

North Star Job: Turn biometric data into a single daily decision — do I push hard today or do I 
recover? 

Core User Journey 

Step Action Key Design Decision 
1 Wear device 24/7 No screen = no distraction, higher 

compliance 
2 Wake up & check Recovery score Single number anchors the daily 

decision 
3 Log strain / activity Auto-detected where possible — 

reduces friction 
4 Review Sleep Coach insights Prescriptive, not just descriptive 

data 
5 Weekly/monthly trend review Longitudinal patterns drive 

behaviour change 
 



Metrics Framework 

North Star Metric: Weekly Behaviour Changes Attributed to Whoop — users who adjusted sleep, 
training, or recovery based on app recommendations. 
Layer Metric Why It Matters 
Retention Day 90 subscription renewal rate Core business health signal 
Engagement Daily app opens, Journal 

completion 
Habit formation proxy 

Health outcome Avg. recovery trend over 30 days Product promise validation 
B2B Enterprise accounts, team MAU B2B moat signal 
Monetisation Membership upgrade rate, ARPU Revenue growth lever 
 

Strengths 

Subscription-on-hardware flips category economics 
No upfront hardware cost removes the biggest barrier to trial. Recurring revenue aligns incentives — Whoop 
wins when users stay healthy and engaged. 
Recovery framing is a blue ocean 
While Apple Watch and Fitbit focus on activity and steps, Whoop owns the recovery and readiness narrative 
— a less crowded, higher-trust position. 
No screen = higher compliance 
Users wear Whoop in situations where they remove Apple Watch. Continuous data capture is a meaningful 
data quality advantage. 
Whoop Unite — a quiet B2B wedge 
Corporate wellness programmes represent a significant ARR opportunity with lower churn than consumer and 
a natural upsell path. 

Gaps & Opportunities 

Gap Opportunity Impact 
AI Coach feels like a chatbot Longitudinal coaching with memory Critical 
Onboarding too slow to 'aha' First insight within 72 hours High 
Data rich, insights thin Actionable nudges not just 

dashboards 
High 

No clinical / provider bridge Partner with insurers & care 
providers 

High 

Social features underbuilt Community + team challenges for 
retention 

Medium 

 

Strategic Recommendations 

P0 — Reimagine AI Coach as a Longitudinal Health Companion 
Today's AI Coach answers one-off questions. The opportunity is a model that knows your 90-day arc — your 
chronic sleep debt, your overtraining patterns, your stress response to travel — and coaches you accordingly. 
Frame this as 'your health co-pilot' and it becomes the product's primary retention driver. Success metric: 25% 
reduction in Day-90 churn for active AI Coach users. 
P1 — Fix the Onboarding Loop — First Insight in 72 Hours 
Whoop's value requires data accumulation, but most users churn before they experience the 'aha moment'. 
Redesign onboarding to surface one personalised, actionable insight within the first 72 hours using baseline 
population data while personal data builds. Success metric: 15% improvement in Day-7 retention. 



P2 — Build the Provider Bridge — B2B Health Data Layer 
Whoop sits on continuous biometric data that employers, insurers, and care providers would pay for access to 
(with user consent). A formal data programme — opt-in, privacy-first, clinically validated — would create an 
enterprise revenue stream no hardware-only competitor can replicate. Success metric: 5 signed insurer or 
employer partnerships within 12 months. 

PM Point of View 

Whoop has solved the hardest part of health tech: getting people to wear the device consistently. Now the 
product needs to earn that trust with intelligence. A coaching layer that truly understands your long-term 
patterns, an onboarding experience that delivers value on day one, and a B2B data bridge to the healthcare 
system — execute these three and Whoop stops being a wearable and becomes essential health 
infrastructure. 


