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Product Overview

In today’s fitness culture, people train harder than ever, but they're also burning out faster than ever. Millions of
athletes and everyday gym-goers struggle with persistent fatigue, plateauing performance, and avoidable
injuries, yet few understand that the root cause is often poor recovery, not poor effort. FitPulse was created to
address this. Instead of telling users to push harder, it helps them understand when their bodies are ready to
perform and when they need to rest. By focusing on physiological readiness, measured through HRYV, resting
heart rate trends, sleep quality, and training load, FitPulse reframes recovery as a daily, actionable metric rather
than an afterthought.

However, the broader market still doesn’t fully grasp recovery. While 1.5M users have tried FitPulse, many are
still confused about what a recovery score is for and how it can help inform a user’s habits, and the product sits
between premium competitors and mainstream devices that offer “good enough” insights for free. The
opportunity — and the challenge — is to make recovery meaningful and accessible to the tens of millions of
fitness enthusiasts who are overtraining without realizing it.

FitPulse’s high-level goal is to become an athlete’s primary recovery companion: a simple, trustworthy, and
science-backed guide that helps users train smarter, avoid injury, and feel better. By translating complex
biometrics into clear, personalized guidance, FitPulse aims to democratize recovery, shifting the narrative from
“grind harder” to “optimize your energy”’ so users can perform at their best in sport and life.

Scope and Objectives
Scope

FitPulse focuses on strengthening our core value: delivering clear, actionable, and premium recovery insights
for athletes and performance-driven endurance users. FitPulse already offers advanced physiological metrics:
HRY, resting heart rate trends, sleep architecture, and training load, but users struggle to interpret this data and
turn it into meaningful action. Our goal is to evolve FitPulse into the most intuitively actionable recovery
wearable on the market, differentiating from Whoop’s complexity and Apple’s oversimplification.

Specifically, Fitpulse aims to enhance the digital experience of recovery through improved UI clarity, daily
guidance, and customizable insights tied to user goals. The work will leverage FitPulse’s existing wearable
hardware and app ecosystem, while intentionally avoiding expansion into unrelated features such as general
fitness tracking, nutrition logging, or social networking — areas that distract from our mission of making
recovery precise, digestible, and performance-driving.

Objectives



Primary Objectives

1) Make recovery instantly understandable and actionable.
a) KR1: Reduce user confusion around recovery metrics (HRV, RHR, sleep trends) by 40% via simplified
UI and contextual explanations.

b) KR2: Deliver a daily personalized insight for each focused metric that achieves >60% daily engagement
among target users.

2) Improve training outcomes through personalized recovery guidance.

a) KR1: Emphasize personalization through goal-based recovery modes (e.g., marathon prep, injury
prevention) with >70% of users selecting a mode.

b) KR2: Improve correlation between FitPulse’s recommendations and users’ perceived training readiness

by 30% based on qualitative testing.

3) Strengthen FitPulse’s premium positioning through design and usability.

a) KR1: Update Ul flows and bracelet hardware to reflect FitPulse’s “sleek, intuitive, premium” design
direction validated in user testing.

b) KR2: Increase daily check-ins by 10% among elite athletes.

Secondary Objectives

1) Improve long-term habit formation around recovery.

a) Create week-over-week trend visualizations that help users understand progress and patterns.

b) Deliver optional “micro-coaching” nudges tied to sleep, training load, and stress, without expanding into

a full coaching platform.

User Personas

Our target customer base consists of elite athletes and endurance enthusiasts who train at a high level and place
significant emphasis on maximizing recovery. These users often engage in intensive physical activity where
understanding the body’s recovery process impacts performance. Therefore they are willing to invest in
premium recovery technology.

These athletes struggle with making sense of complex recovery metrics. Competing wearable devices often
present data that is either too surface-level or too confusing to act upon. Our users want both high-quality
biometric data and help to use that data to adjust their health routines accordingly.

A core pain point is that many recovery platforms fail to provide actionable recommendations, leaving users
uncertain about what steps to take to improve sleep or adjust training intensity. Additionally, complications with
the hardware, including being bulky or uncomfortable, hurts the collection of data for biometrics. To alleviate
these issues, Fitpulse provides a comfortable, aesthetic hardware that is suitable for physical activity and daily
life. More importantly, we provide actionable insights to give our users the means to improve their performance
and recovery with their biometrics.

Alex (27) is a competitive marathon runner who trains six days a week and tracks all parts of his performance.
However, he continues to struggle to understand how his sleep, stress, and training load actually affect his
recovery. His current wearable fitness device gives him numbers, but no clear guidance on what to do with



them. He wants a device that gives precise recovery insights and concrete recommendations so he can safely
push toward a new PR.

Jordan (21) is a student-athlete at Stanford University balancing D1 training with a demanding academic load.
He constantly shifts between classes, practices, weight training, and study sessions, which leaves him unsure
about the progress of his recovery. He wants a device that feels light and stylish enough to wear around campus.
Additionally, he wants recovery insights that translate into specific steps for improving rest, stress levels, and
maintaining performance during the season.

Grace (34) is a dedicated CrossFit coach who spends long hours training clients through high-intensity
workouts. She frequently feels worn down but can’t always identify the cause. She is frustrated by devices that
show complex metrics without guidance. She wants a wearable that is comfortable for nonstop movement,
offers actionable recovery insights, and helps her make smarter adjustments to her coaching schedule.
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When I wake up and check my recovery for the day, I want the app to break down which factors (sleep, training
load, stress, HRV trends, lifestyle behaviors) contributed positively or negatively, so I can understand why my
score is what it is and learn what behaviors help or hurt my recovery.

When I look at metrics like HRV, resting heart rate, or sleep architecture, I want the app to explain these
numbers in simple, intuitive language, so I can understand what they mean without needing scientific
knowledge.



When I view today’s recovery score, [ want to compare it against my historical baseline and patterns over time,

so I can understand whether I’'m improving, plateauing, or regressing in my overall recovery and training

readiness.

Functional Requirements

Device (Watch / Firmware Requirements)

Requirement

Priority

Description

Device Pairing & Authenticatior

PO

User can pair watch via Bluetooth in <15 seconds. Watch
generates a secure session token for app authentication.

Core Biometric Sensing (HRV, | PO Sensors must collect heart data and motion data continuously wi

RHR, Sleep, Training Load) >95% sampling success overnight.

Local Data Storage Buffer PO Watch stores 72 hours of biometric readings offline if sync fails,
then uploads once reconnected.

Fast Sync Transmission PO Biometrics constantly and consistently sync to cloud and app.

Auto-Reconnect PO If Bluetooth drops, watch reconnects automatically within 5
seconds when phone returns in range.

Battery & Wearing Compliance | P1 Must last 5—7 days per charge with recovery tracking enabled.

App (Mobile / Web Software Functional Requirements)

Requirement

Priority

Description

User Registration / Login / 2FA

PO

Sign-up via email/phone, password reset, 2FA codes supported.

Biometric Data Ingestion &
Validation

PO

App ingests HRV, heart, sleep and training timestamps from
watch and validates before scoring.




Recovery Score Computation & | PO Score (0—-100) generated in <5 seconds after data received. Ul
Display must include 1-sentence explanation + recommended effort tier.
Daily Personalized Recovery PO One primary insight surfaced per day with tap-to-expand details
Insight and safe activity recommendations.

Goal Mode Selection & PO User selects recovery goal mode (Run, Endurance, Strength,
Persistance Injury Prevention). Mode persists and changes UI for the user.
Subscription & Discount PO Free trial, monthly/yearly, cancel/change plans, apply discount
Management or referral credits.

Payment Gateway PO Credit card or digital wallet checkout in <20 seconds.

Weekly Review Dashboard Pl Summarizes last 7 days of biometrics + insights in a trend

screen.

Feedback on Guidance Accurac)

P1

User submits thumbs-up/down + optional 1-sentence correction
on guidance quality.

Behavioral Recovery Logging | P2 Optional manual logging buttons (stress, alcohol, late workout,
travel fatigue) that modify score interpretation, not raw
biometrics.

Referral Code/Tracking Links | P2 Generate referral code/link, help with GTM

Non-Functional Requirements

Device (Watch Hardware / Firmware NFRs)

Requirement

Description

Sensor Accuracy & Precisio| Heart and motion sensors must be validated against gold-standard wearable
baselines pre-launch.

Firmware Stability Must support OTA updates, crash-free biometric capture, and safe data
transmission without corruption.




Battery Reliability

Must maintain accuracy throughout the full battery cycle without sensor drift.

Edge Condition Safety

Must never trigger unsafe haptic or training guidance without app authorization.

App (Mobile / Web Software NFRs)

Requirement

Description

App Latency / Responsivene,

Dashboard loads immediately and lag is minimal

Cloud Scalability

Time-series storage of data scales to SM+ users without them experiencing

latency.

Biometric Privacy &
Encryption

Heart/HRV/sleep data encrypted, stored with minimal access permissions.

UI Usability & Micro-copy
Clarity

Main explanations <10 words, guidance text <12 words, “why this matters” view
available via 1 tap.

Failure Tolerance

Temporary watch outages or cloud outages do not have a prolonged effect on
users

Regulatory & Subscription
Compliance

Must comply with consumer wearable biometric privacy norms, and also have
clear subscription disclosures so users understand their purchase.

Observability & Analytics

Must log onboarding steps, score taps, guidance, weekly retention, and other
relevant data.

Wireframes/Wireflows/Storyboards/Mockups/Prototypes

We created a digital prototype for the FitPulse App. Our goal is to ensure a seamless user experience for elite
athletes to understand their recovery. The FitPulse watch collects user data, the app displays the data in a
visually appealing manner, and provides actionable insights so the user knows how to adjust their daily
wellbeing routine to optimize their performance. These are some of the key wireframes:
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Here is a link to a screen recording demo of the app:
https://drive.google.com/file/d/1 NcyeG42dxJ64wB3GeG3fLocs1b4U1gAM/view?usp=sharing

adjustable by duration as well.

Constraints and Assumptions

Constraints

Hardware

It is vital that we can build our product from a technical standpoint. Our watch is technologically advanced, and
this is a part of our differentiator. If we cannot deliver on our promise of accurate metric measurement then our
product will go nowhere. At the same time, we believe it is imperative not to sacrifice style and comfortability.
The combination of aesthetic and functional appeal may not prove to be an easy task to accomplish.

Software


https://drive.google.com/file/d/1NcyeG42dxJ64wB3GgG3fLgcs1b4U1gAM/view?usp=sharing

The key offering of our product is reliable and accurate insights based off of extremely sensitive data. It will be
extremely important that the algorithms we use in our software are perfect. It would be detrimental if our
software recommended a harmful activity to our users because it misinterpreted or miscalculated a data point.

Data Privacy

Data is an extremely sensitive subject, especially nowadays. It would be important to ensure the safety of our
users' data and we would have to invest heavily in infrastructure to support this.

Education

Our watch is designed for all, however, it may only be well-received by those who already understand and value
the importance of recovery. This means we would have to make a considerable effort to illuminate its
importance and educate our audience on how our product brings real value to their every-day life.

Assumptions
Recovery Is Important

We asked three different user groups two simple questions. These user groups included D1 athletes, casual
athletes, and non-athletes. The questions were on a scale of 1-5, how important is recovery to you and on a scale
of 1-10, how likely would you be to buy a watch focused on helping recover better? What we found is that
recovery is generally important to every user group, but non-athletes would most likely not invest in a watch
solely for this purpose. Aligning with our initial hypothesis, we found a general trend that the more athletic you
are, the more you would be inclined to buy the watch, and the more aware you are about the importance of
recovery.

Pricing Model

We wanted to ensure that our pricing model was not only optimal for the company’s profitability, but also user
satisfaction. We built a mock checkout page showing three pricing options to 3 target users and asked them
which option they preferred and why:

- Hybrid: $249 upfront + $5.99/month

- One-time purchase: $349

- Subscription-only: $29.99/month

What we discovered is that our customers want to own what they buy, ruling out the subscription only option.
At the same time however, many of our users felt as though the $350 price tag was too steep and would rather
go with our hybrid pricing model. The subscription part of the price tag is extremely helpful for the long-term
success of our company, and while we may be sacrificing some initial profit, we are focused on the long term.

Design Appeal

An important part of our offering is that our watch looks great. We wanted to make sure that our watch
empowers our users to look good and feel good. Thus, we asked customers to compare our watch design to
some of our competitors' watches such as Garmin and Whoop. Generally, the feedback was extremely positive.
We heard things such as it was the “most aesthetically pleasing” and that “it looks premium”.




Milestones and Timeline

Milestone & M1-M3 M4-M6 M7-M9 M10-M12 M13-M36
Objectives
Concept & Finalize initial Talk to users (get | Talk to users Talk to users | Start looking to
Market Validation | research including | feedback). (get feedback). | (get feedback)| expand the

user personas and market.

competition.
Hardware Start testing and Finalize design Start thinking
& Design designing different | for production. about how to

materials, sensors, 1mprove

the batteries etc. current

technology.

Application & Start designing the | Finalize the Update based | Update based on
Software application and application and on feedback. | feedback.

software flow. software.
Manufacturing & | Reach out to Select partners Finalize deals | Start mass Negotiate on
Production producers and and work out and start initial | production. | prices and scale

manufactures pricing. production. operation.
Marketing & Design and launch | Start pre-launch | Collect pre- Execute [terate marketing
Launch website. campaign. launch data and | launch. strategies based

prepare for on data.
launch.

Strategic Reach out to Finalize deals. Launch with | Expand
Partnerships potential partners. partners. partnerships.

Resource Requirements

FitPulse will require a focused mix of people and tools across hardware, software, and operations.
On the hardware side, we need engineers who can integrate reliable HRV and heart-rate sensors,




build stable firmware, and create a band that feels premium while still being comfortable for all-day
wear. On the software side, mobile engineers will bring the app experience to life, backend
engineers will handle secure biometric processing, and data scientists will shape and validate the
recovery algorithms. A product manager, designer, and researcher will help ensure the experience
stays intuitive and genuinely helpful for athletes.

We also need operational support, including someone to manage manufacturing partners, a
marketing lead to drive our community-based launch strategy, and customer support to guide early
users. Key technical resources include cloud infrastructure for handling time-series biometrics,
development tools for both the app and firmware, sensor prototypes, and testing equipment. Finally,
a group of athlete testers and access to medical-grade reference devices will be essential for dialing
in accuracy and refining our daily guidance. Together, these resources form the foundation needed
to build a dependable recovery wearable and app that users can trust.

Testing and Quality Assurance

We will implement testing to ensure that FitPulse delivers accurate recovery sensing, a reliable app
experience, and clear insights.

Hardware & Sensor Accuracy Testing

- Validate HRV, resting HR, and sleep metrics against medical-grade reference devices.
- Multi-day wear tests across different training intensities to confirm stable readings during
sweat and movement.

App Stability and Performance Testing (iOS + Android)

- Unit tests for all core data-processing logic and insight generation.
- Integration tests for syncing, dashboard display, and recovery insight delivery.
- Load testing to ensure responsiveness as users scale.

Insight Quality & Recommendation Validation

- Compare daily recommendations to expert baselines from sports physiologists.

- Validate that insights remain correct and consistent across a range of recovery score patterns.
- Review edge cases (post-travel fatigue, illness days, low sleep nights) to ensure guidance
remains accurate and safe.

Metrics and Success Criteria

Our KPIs measure FitPulse’s ability to deliver clarity, drive healthy behavior, and support strong
business performance.

Key Performance Indicators (KPIs)

Engagement & Usage

- Daily Recovery Check Rate: % of users who check their recovery score before noon.

- Insight Interaction Rate: % of users who view personalized recommendations.
- Daily Wear Adherence: % of days users wear and sync their device.



Retention & Revenue

- Subscription Conversion Rate: % of device owners who activate the monthly plan.
- Monthly Churn: % of subscribers who cancel each month.

Insight Quality & Behavior Change

- Action Completion Rate: % of users completing at least one recommended recovery action
per week.

- Self-Reported Improvement: Users who report feeling less sore or better recovered after
6090 days.

Success Criteria
Users Understand Their Recovery

- 80% of users can accurately describe what their recovery score means.
- Insight interaction rate exceeds 60%.

FitPulse Changes Daily Behavior

- At least half of users follow recommended actions weekly.

- Meaningful improvements in self-reported soreness, energy, and recovery within 2—3
months.

Strong Subscriber Retention
- Monthly churn stays below 5%.
- Hybrid model achieves or exceeds 35% subscription activation.

Strong Wearability & Daily Use

- 85% daily wear adherence.
- Positive feedback on comfort and “all-day wearability.”

Platform Reliability

- Crash rates remain below 1%.
- Sync reliability stays above 95%.

Go to Market
Pre-Launch Phase
Product Readiness: MVP & First Release

Our first release of FitPulse will be a soft launch focused on delivering a recovery-first wearable
experience through our app-integrated wristband. This MVP will include our physical band, the
FitPulse app, and core recovery features like HRV tracking and personalized daily recovery
recommendations. We will begin by selling directly through our website, linked seamlessly to the



FitPulse app, which allows us to fully control the customer journey, test messaging and pricing, and
onboard users smoothly.

We will launch with a curated onboarding experience, including a guided setup video, in-app
support, and simplified subscription pricing. Our initial launch will be small and deliberate: we aim
to reach our first 100-150 users through direct outreach to local run clubs, gyms, and recovery
coaches. These early adopters will receive demo bands and participate in setup and usage feedback.
Our goal is to validate that we can acquire and retain our early adopter segment and deliver
meaningful recovery insights that improve training outcomes. By carefully observing onboarding
friction, perceived value, and community response, we’ll gather actionable insights to improve our
product experience and decide how to scale.

Market Research & Target Audience

FitPulse targets runners, cyclists, CrossFit athletes, and gym-goers who train intensely and are
underserved by general fitness wearables focused on steps or calories. We are targeting athletes who
train frequently and care deeply about performance. This audience organizes in tightly knit fitness
communities and is highly influenced by trusted peers (coaches, leaders, teammates). They demand
personalized, performance-driven tools but are skeptical of generic marketing, and prefer real-world
validation from within their fitness communities.

Our main competitors (Whoop, Oura, Apple Watch) succeed through direct-to-consumer (DTC)
channels, community marketing, and app-integrated hardware. FitPulse differentiates with a sharper
focus on recovery (not readiness, not sleep) and with grassroots trust-building rather than polished
branding alone.

Distribution Strategy

Our primary channel will be DTC via our website and app integration. This allows for full control
over pricing, messaging, and conversion funnel. Our secondary channel will be creating fitness
community partnerships with run clubs, boutique gyms, and trainers. This enables us to engage in
in-person relationship- and credibility-building and early user acquisition.

Excluded channels at this stage include Amazon, big-box retail, and corporate wellness programs.
These channels have lower margins, would give us poor control in delivering our message, and
could potentially lead to a misaligned early audience.

Sales Strategy

FitPulse will use a direct-to-consumer, self-service sales model. This model reflects how most
fitness technology products are already sold: consumers prefer to compare options online, read
reviews, and purchase independently. Our website will feature a clear product page, transparent
subscription pricing, and an easy checkout flow, optimized for mobile and desktop. By reducing the
need for salespeople or complex purchase steps, we can keep our customer acquisition cost (CAC)
low and stay aligned with consumer buying habits.

In addition to our self-service model, we will layer in a light partnership-based sales channel.
Fitness coaches and gym leaders who test our band will naturally introduce it to their athletes. These
partnerships are not commission-driven at launch but serve as credibility accelerators. This hybrid



sales approach allows us to stay lean while maximizing organic reach within high-trust
communities.

Marketing and Promotion Plan

With a limited marketing budget, our promotional strategy is designed around credibility and
community presence rather than polished advertisements. We will start by showing up in person at
fitness spaces where our users already gather: run clubs, CrossFit gyms, boutique gyms like Barry’s
and OrangeTheory, and cycling groups. At these events, we’ll offer free recovery assessments using
FitPulse demo bands and collect immediate feedback. We may also run trials where club leaders
wear the band for two weeks to test its effectiveness. As fitness communities are often hierarchical,
we believe that early positive experiences from respected leaders will spark organic interest and
adoption among their peers.

In parallel, we will develop an Instagram presence focused on educational, performance-driven
content. Rather than flashy ads, our content will highlight real user experiences, data insights, and
recovery tips. We will also partner with micro-influencers, such as local trainers, strength coaches,
or recovery specialists, who are already trusted by niche athletic communities. This approach allows
us to build awareness in an authentic, grassroots way. We will intentionally avoid broader paid
social ads or TikTok campaigns at launch, as these channels tend to favor entertainment and
low-trust content formats, which are misaligned with our value proposition.

Customer Support and Service

Our customer support strategy balances automation with empathy. We will provide an in-app
chatbot to answer frequently asked questions and help users with onboarding and troubleshooting.
For more complex issues, we will offer human customer support via live chat or email. Since
FitPulse operates on a subscription model, we are financially positioned to sustain a high-quality
support experience, which is especially important in retaining early users.

To reduce friction during the setup process, we will also provide a step-by-step onboarding video
that walks users through pairing the band, using the app, and interpreting recovery data. We
recognize that early users will have questions, and we are committed to responding quickly and
improving the product experience based on their feedback. This level of care will not only reduce
churn but also build long-term brand trust.

Launch Phase and Funnel Strategy

Our soft launch will target 3-5 local fitness communities in the Bay Area to serve as early adopters.
Our objective is to reach 100-150 initial users and gather detailed feedback on their onboarding,
usage patterns, and perceived value. We will measure how many demo users convert to paid
subscribers and how often they engage with the app. These early insights will guide product
updates, refine our messaging, and help us evaluate product-channel fit.

We’ve designed a simple funnel strategy to guide users from awareness to purchase:

- Top of Funnel: In-person visits, Instagram content, demo assessments
- Mid Funnel: Club leader testimonials, product education, follow-up emails
- Bottom of Funnel: Seamless DTC checkout and app onboarding



If successful, we will expand our launch to additional cities and digital marketing efforts. If not, we
will adjust positioning and channel focus accordingly.

Official Launch Announcement

Our official launch of FitPulse will take place both online and in-person through community-driven
events. We will host launch activations at local run clubs, CrossFit gyms, and boutique fitness
studios, offering free on-site recovery assessments using demo bands and the FitPulse app. These
events will give users a hands-on introduction to the product in the context where recovery already
matters. Simultaneously, we will launch our website with a clear product page, easy subscription
checkout, and limited-time launch pricing to encourage early adoption. To further accelerate
word-of-mouth, we will offer a referral program that rewards users for introducing FitPulse to their
training partners and fitness communities. By combining digital visibility with real-world trust, our
launch strategy is designed to drive both credibility and conversion from the very first week.

Post-Launch Phase
Proceed, Pivot, or Perish

To evaluate the success of our go-to-market strategy, we will assess product performance across key
indicators including conversion rate, user retention, in-app engagement, and overall user
satisfaction. These metrics will help us determine whether to proceed with scaling, pivot aspects of
the product or positioning, or consider discontinuing the offering. If our KPIs indicate strong
traction: such as high conversion from trials to paid subscriptions, strong retention beyond the first
month, and positive feedback from users, we will proceed to invest in growth, expand our
community partnerships, and explore broader distribution. If the data reveals moderate performance
or inconsistent engagement, we will consider strategic pivots, such as refining our messaging,
adjusting features, or targeting a different segment of recovery users. However, if we see
consistently low engagement, weak conversion, and poor user sentiment, we will evaluate whether
the core product need is sufficiently validated, and may choose to discontinue the product. This
decision-making framework ensures that our GTM strategy is grounded in real user behavior and
responsiveness to our value proposition.
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