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Abstract. As China’s fitness industry shifts from scale expansion to
quality-oriented competition, weak post-purchase activation and limited
continued spending have become major challenges for chain fitness brands.
Focusing on LeFit Fitness, this paper combines a case-study approach,
secondary data analysis, and analysis of publicly available content to
examine how private-domain operations support member activation and
continued spending. Evidence from corporate disclosures, industry reports,
listed-company filings, and Chinese and English scholarship shows that
competition has shifted from membership sales to activation and retention.
LeFit’s operating chain—public-traffic acquisition, proprietary-platform
conversion, in-store fulfillment, and ongoing member operations—suggests
that the value of private-domain operations lies less in short-term promotion
than in reducing decision risk through convenience, professionalism,
transparent rules, and lightweight community support. Public evidence
further indicates that the key loss in the member funnel occurs after purchase
but before the first visit. Continuous content engagement, low-barrier tasks,
and credible service commitments are therefore critical to repeat use and
retention.

1 Introduction

China’s fitness industry has entered a new phase in which scale alone no longer guarantees
competitive advantage. According to the 2023 China Fitness Industry Data Report
republished by the General Administration of Sport of China, the number of paid offline
fitness members reached 69.75 million at the end of 2023, active members visited facilities
4.41 times per month on average, and the number of broadly defined fitness venues was
approximately 117,000 [1]. The 2024 China Sports and Fitness Industry Data Report,
released in 2025, shows that total fitness membership increased to 87.525 million by
December 2024, while average monthly visits among active members rose to 5.32 and the
number of fitness venues expanded to about 143,000 [2]. In 2025, total membership declined
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slightly to 84.518 million, but active members increased their average monthly visits to 7.56,
while short-term memberships continued to expand [3].

These changes suggest that consumers have not withdrawn from the market; instead, they
have become more cautious about price, contract duration, and service quality. The
traditional growth logic of relying on annual-card pre-sales and one-off transactions is
increasingly difficult to sustain. For offline chain fitness brands, shortening the dormancy
period after purchase, increasing the probability of a first visit, and converting one-time
membership purchases into repeat purchases and renewals have become central managerial
tasks.

LeFit Fitness is particularly suitable as a focal case. The company’s official website states
that it has entered more than 40 cities, operates over 2,000 stores, serves more than 14 million
registered users, and works with over 10,000 contracted trainers [4]. It also highlights a
monthly-payment model, 24-hour access, intelligent management, a no-hard-sell promise,
and a wide range of group classes. This combination of a digital entry point and offline
service fulfillment makes LeFit a useful case for examining the full chain from online
engagement to offline use and subsequent retention.

Although prior studies on private-domain traffic, mobile fitness applications, fitness
behavior on social media, and group exercise support provide an important foundation,
research focusing on Chinese offline fitness chains and the post-purchase path from
activation to continued spending remains limited. This paper therefore addresses two
questions: through what mechanisms do private-domain operations influence member
activation in the fitness context, and which publicly observable variables can serve as
reasonable proxies for activation and continued spending?

2 Literature review and analytical framework

The first stream of research concerns the relational and economic logic of private-domain
operations. Xue and Yu define private-domain traffic as a controllable traffic pool built on
trust and shared interests, characterized by repeated reachability, low marginal cost, and the
capacity to accumulate long-term relationships [5]. The iResearch white paper on China’s
private-domain operations further argues that a closed loop of public-domain traffic
acquisition, content operations, conversion, user management, and monetization can
strengthen trust between firms and users while extending the user life cycle [6]. This logic is
highly relevant to fitness services because the value of a membership is realized through
continued use rather than through the payment transaction itself.

The second stream of research focuses on digital fitness and continued use. Xue et al.
show that information expectations, social expectations, usability expectations, and
switching costs influence continued use intention in mobile fitness applications through
perceived usefulness and satisfaction [7]. Xiao, Huang, and Li demonstrate that fitness-
related social media use affects actual exercise behavior through the chained mediating roles
of intrinsic motivation and exercise intention [8]. In other words, content exposure is not
merely informational; it can foster readiness to exercise and translate intention into action.

The third stream highlights trust, social support, and identity. Song, Hu, and Wang find
that marketing activities on a yoga brand’s WeChat official account strengthen brand loyalty
through cognitive and affective trust [9]. Golaszewski et al. show that emotional support,
informational support, companionship, and exercise identity are significantly associated with
participation in group exercise and with physical activity [10]. In the fitness-service context,
therefore, rule explanation, continuous feedback, responses to check-ins, and peer
recognition should not be treated as peripheral elements; they are part of the socio-
psychological conditions that sustain continued spending.
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Drawing on these studies, the present paper proposes that private-domain operations in
the fitness industry work through at least three pathways: a trust pathway based on transparent
rules and service commitments; a motivation pathway based on content companionship,
prompts, and feedback; and a social-support pathway based on community interaction, group
classes, and identity reinforcement. As shown in Figure 1, these mechanisms can be
organized into a continuous path linking public-domain outreach, private-domain conversion,
offline fulfillment, and sustained operations.

Activation window First visit Retention

Public traffic s Owned channels Service entry Offline use N Ongoing operation
content / ads / social site / app / mini-app booking / rules / offers visit / class check-in / feedback

Fig. 1. Private-domain operation path framework.

Source: Compiled by the author based on public information from LeFit and the cited
literature.

Note: The figure presents a generalized operational path rather than the firm’s internal
measured process.

3 Study design

This paper adopts an interpretive single-case-study design and combines it with secondary
data analysis and analysis of publicly available content. LeFit was selected as the focal case
for three reasons. First, its number of stores, user base, and city coverage make it
representative among Chinese chain fitness brands. Second, public information about LeFit
provides relatively systematic evidence of a business model that combines digitalization,
platform coordination, and chain-based service fulfillment. Third, the model is distinct from
both traditional annual-card clubs and purely online content platforms, making it useful for
examining how private-domain pathways operate in service-oriented consumption.

The evidence base consists of four categories. Publicly available corporate disclosures
from LeFit’s website are used to define the case boundary and operating characteristics [4].
Public releases of the 2023-2025 China Fitness Industry Data Reports are used to capture
changes in industry size, visit frequency, and membership structure [1-3]. Public disclosures
by Keep are used to provide a platform-based comparison [11]. Chinese and English
academic publications are used to interpret trust, continued use, intrinsic motivation, social
support, and relationship maintenance [5-10]. Table 1 summarizes these materials and their
analytical use.

In operational terms, genuine member activation would ideally be measured as the first
store visit or first redemption within a defined window after purchase, while continued
spending would ideally be reflected in renewals, repeat purchases, consecutive paid months,
or longer retention. Such indicators, however, are typically internal corporate metrics and are
not available through public sources. This paper therefore adopts a cautious proxy strategy:
store search, booking portals, rule pages, new-member offers, and service commitments are
treated as institutional signals bridging interest and first use; changes in industry-level visit
frequency are treated as contextual indicators of activation and continued use; and Keep’s
disclosed monthly active users, subscribers, penetration rate, and average revenue per
monthly active user are used as comparison indicators for a platform-based model.
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Table 1. Data sources and analytical use.

Source type Representative Key information Analytical use
source
City coverage, stores,
Cpmpany LeFit website [4] users, coaches, service Case bqundary and
disclosure operating profile
features
Industry reports Reports for 2023- Mers?sfi::ss, :Sgrlietse’r?guve Industry trend and
fyrep 2025 [1-3] ’ . external context
memberships
Annual report / Keep disclosures MAUS’ subscribers, Platform-based
penetration, ARPU, gross .
announcement [11] . comparison
margin
Academic Journal articles [5- .Trus't, gontmged use, . .
. intrinsic motivation, Mechanism explanation
literature 10]
support

All materials used in this paper are publicly accessible websites, academic publications,
or officially disclosed documents. No private messages, group chats, or personally
identifiable information were collected. Data handling therefore follows the principles of
legality, legitimacy, and necessity articulated in the Personal Information Protection Law of
the People’s Republic of China [12]. The aim of the study is to explain mechanisms rather
than to fabricate precise conversion rates that cannot be independently verified.

4 Case analysis and findings

LeFit’s public profile closely matches the research focus of this paper. The company frames
its business around user operations, a digital middle platform, online-offline coordination,
and a brand matrix, while also emphasizing monthly payment, 24-hour access, intelligent
management, no hard selling, and a large number of group classes [4]. This suggests that
LeFit is not a conventional club that primarily depends on one-time card sales for revenue
recognition. Rather, it is a service system oriented toward high-frequency engagement, ease
of use, and standardized fulfillment. Under such a model, private-domain operations must do
more than simply bring users into the brand’s ecosystem; they must also address why users
would visit, whether they will continue to visit, and whether they will keep paying after their
initial experience.

Based on public information visible on LeFit’s website, the member-management path
can be summarized in four steps: public-domain traffic acquisition, conversion through
owned channels, offline service fulfillment, and sustained operations. The homepage
prominently displays multiple entry points, including QR-code membership registration, free
trial access for new users, store search, group-class booking, personal-training appointments,
body-assessment reports, and a social-circle module [4]. This arrangement indicates that
conversion is embedded in a broader operating chain involving preparation for first use, class
consumption, and relationship maintenance. The physical store, in turn, is the key site where
an initial positive experience can either be confirmed or undermined.

At the industry level, post-purchase activation has become more important than the
transaction itself. Between 2023 and 2025, the total number of fitness members first increased
and then decreased, but the average monthly visit frequency of active members rose
continuously from 4.41 to 5.32 and then to 7.56 [1-3]. The implication is that the industry’s
core challenge has shifted from a shortage of users to the difficulty of turning paying
members into frequent users. Meanwhile, the growing share of short-term memberships
suggests that consumers increasingly prefer shorter commitments as a way to test service
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quality and reduce prepayment risk [2, 3]. Once a new member fails to complete a first visit
or establish an early workout habit within a reasonable time after purchase, the likelihood of
repeat purchases and renewals can fall rapidly.

Accordingly, the member behavior funnel in the fitness context can be divided into five
stages: exposure, inquiry, purchase, activation, and retention. As shown in Figure 2, the first
two stages solve awareness and interest problems; the third stage concerns payment decisions;
and the fourth stage is where service value is actually perceived by the user. For offline fitness
services, payment is only the start of the relationship. The first visit is the point at which the
service begins to generate experiential value. Private-domain operations should therefore
move beyond coupons and aggressive conversion scripts and focus on first-class planning,
visit reminders, low-barrier tasks, class recommendations, body-assessment feedback, and
workout check-ins.

Exposure

Inquiry

Purchase

Activation

Retention

Theoretical loss is concentrated between
purchase and activation.

Fig. 2. Member behavior funnel.

Source: Compiled by the author based on public information and the cited literature.

Note: The key loss between purchase and activation is a theoretical judgment based on
public evidence, not an internal back-end conversion rate reported by the company.

The mechanisms through which private-domain operations influence activation and
continued spending can be interpreted along three main pathways. The first is the trust
pathway. Rule explanation, a no-hard-sell promise, booking systems, and transparent service
information all function as trust cues. Prior research suggests that digital marketing outreach
can strengthen brand loyalty through cognitive and affective trust [9]. In the fitness industry,
where consumers are highly sensitive to aggressive sales tactics, refund disputes, and service
failures, trust cues are particularly consequential. The second is the motivation pathway.
Fitness-related social media use can influence actual exercise behavior through intrinsic
motivation and exercise intention [8]. When a brand repeatedly provides training knowledge,
class choices, and goal-tracking feedback, a purchase is more likely to turn into a concrete
plan to work out. The third is the social-support pathway. Group exercise is associated with
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emotional support, companionship, and exercise identity [10]. Social circles, group classes,
and check-in feedback should therefore be understood as mechanisms that help sustain use
rather than as decorative extras.

To make these mechanisms operationally explicit, the paper maps core constructs onto
public proxy indicators. As shown in Table 2, operating intensity, trust cues, motivation, and
social support correspond to different publicly visible entry points and service features,
whereas activation and continued spending can be inferred only cautiously from public
evidence and cannot be treated as internal backend metrics.

Table 2. Constructs and public proxy indicators.

Level Construct Ideal measure Public proxy
Operating | Touchpoints, frequency, class Site/app entries, booking, store
Independent | . . . A )
intensity and activity design search, onboarding information
Mediator Trust cues Rule transparency, service No-hard-.sell promise, rule pages,
promises, safeguards standardized service information
. o 1 setting, fi k, self- B rt, cl ti
Mediator Motivation Goal setting, feedback, se ody report, class options,
efficacy training feedback
. Social Peer interaction, recognition, Social circle, group classes,
Mediator .y . ;
support exercise identity check-in tasks
Dependent | Activation F irst visit / ﬁrst redemptlon Theoretlgal Judgmept; r.eal rate
within a time window requires authorization
Continued Renewal, repurchase, Industry activity trend, short-term
Dependent . - ) .
spending consecutive paid months membership structure

Keep’s public disclosures provide a useful contrast between a platform-based fitness
model and an offline chain model. In 2024, Keep reported total revenue of RMB 2.0657
billion, an average of 29.921 million monthly active users, 3.162 million average monthly
subscribers, a membership penetration rate of 10.6%, and a gross margin of 46.7% [11].
These indicators reflect a platform logic that relies on large-scale monthly active traffic,
subscription conversion, and monetization through content, advertising, and merchandise. By
contrast, LeFit’s core value lies less in monthly active traffic itself than in offline usage
frequency and renewal conversion driven by store fulfillment. Taken together, these cases
show that user management across the fitness industry depends on sustained engagement, but
platform-based brands rely more heavily on content retention, whereas offline chains must
connect content engagement with actual visits to physical sites.

The customer-lifetime-value perspective reinforces this argument. The 2025 industry
report indicates that the average transaction price of annual memberships reached RMB
3,838.5 nationwide [3]. Although this Figure 3 cannot be used as a direct substitute for
LeFit’s own average ticket size, it highlights that a single member can generate substantial
long-term value if activation occurs smoothly and usage becomes stable. The evaluation of
private-domain operations should therefore not stop at the click-through rate of a single push
notification or the sign-up volume of one event. It should instead ask whether these
operations increase the probability of a first visit, shorten dormancy, raise training frequency,
and improve the likelihood of renewal.
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Industry trend: membershipsggale and activity, 2023-2025

87.5 A L75
 85.01 70
92 =
= 82.51
E L 6.5 2
"y i f
£ 80.0 3
_g 6.0 8
o 77.5 1 2
E 5.5 o
4 75.0 1 =
g <
T 755 5.0

70.0 r4.5

2023 2024 2025
Year

Fig. 3. Industry trend of membership scale and active visit frequency, 2023-2025.

Source: Compiled by the author from public releases of the 2023-2025 industry reports.
Note: Yearly statistical scopes differ slightly; Figure 3 is used to illustrate the overall shift
from scale expansion to activity improvement.

5 Conclusion

Private-domain operations in the fitness industry should be understood not as a narrow
promotional tool but as business infrastructure that links transactions, fulfillment, and
relationship maintenance. Their role in member activation and continued spending arises
primarily from reducing perceived risk, strengthening the motivation to use the service, and
providing lightweight social support that helps transform a static membership into actual
behavior. For offline chain brands, the practical value of the private domain lies in helping
members complete their first meaningful experience as early as possible and in maintaining
reminders, support, and feedback afterward.

The activation window after purchase deserves priority. As the industry moves toward
shorter and lighter commitments, consumers are increasingly likely to decide within a short
period whether a brand is worth continued payment. Operational resources in the first 7, 14,
or 30 days after purchase should therefore focus on first appointments, first visits, and the
first positive experience. Compared with simple discounting, clear rules, professional content,
task guidance, body-assessment feedback, and group-class arrangements are more likely to
produce actual use.

The findings also imply that private-domain effectiveness cannot be separated from
offline service quality. No matter how strong front-end outreach may be, weak store capacity,
poor class experiences, inconsistent trainer service, or inadequate rule enforcement will
convert faster outreach into faster churn. For LeFit and similar brands, private-domain
operations, store standardization, booking convenience, and class stability should therefore
be treated as one integrated system rather than as isolated front-end and back-end functions.

The main limitation of this paper is that it does not have access to LeFit’s internal
member-level data. As a result, it cannot identify first-visit rates, 30-day retention rates,
renewal rates, or the marginal effects of different touchpoints with statistical precision.
Publicly available evidence supports mechanism-based explanation rather than strict causal
estimation. Future research could strengthen the analysis by obtaining de-identified
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aggregated data at the store or city level and by building empirical models around first visits,
class participation, active days, renewal cycles, and touchpoint attribution.
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