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Company Overview
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Business Description

▪ Planet Fitness (NYSE: PLNT) is a global leader in franchising 

and operating fitness centers around the world, with 20.8m 

members and 2,762 clubs globally. 

▪ The company offers a unique value proposition designed to 

appeal to a broad audience, with standard memberships at only 

$15 per month

▪ Founded in 1888 and headquartered in Elgin, Illinois, they have 

diversified through acquisitions, with over 110 deals since 2000 

in building up their 3 segments. 

Revenue Breakdown

Key Financials and Trading Statistics

Commercial 
Foodservice 

61%

Food 
Processing

 20%

Residential 
Kitchen

19%

Revenue by Segment 

North 
America, 67%

Asia, 6%

EMEA, 22%

LatAM, 4%

Revenue by Geography

Sources: Capital IQ, MIDD Documents

Current Price ($) 109 52W High / Low ($) 114.4 / 87.7

Market Cap ($M) 9,110 Avg. Volume (mm) 1.62

Enterprise Value ($M) 11,203 Float (%) 93.9%

24 Revenue ($M) 1,181 Short Interest (%) 8.94%

23-'25 CAGR (%) 10.7% NTM EV/EBITDA (x) 18.7

24 GM (%) 84.4% 26E P/E (x) 32.5

24 EBITDA ($M) 487.7 LTM ND/EBITDA (x) 3.3

EBITDA Margin (%) 41.2% LTM Q3'25 ROA 7.7%

2024 EPS ($) 2.59 Dividend Yield (%) -

Corporate-
Owned Clubs, 

42.5%

Franchise, 
35.8%

Equipment, 
21.7%

Franchisee-
owned clubs, 

89.7%

Corporate-
owned clubs, 

10.3%

Clubs by Ownership Model Revenue by Segment Same-Club-Sales



Investment Theses

Thesis 1: Unit Growth 

Reacceleration

• We believe that PLNT’s unit growth and revenue growth will be above 

consensus as 
• Unit growth reaccelerates to ~200 stores a year as franchisee unit 

economics improve

• Improved real estate availability clears the path for increased 

units 

• We believe that PLNT’s same-club-sales will continue to compound, 

driving organic growth and margins as 

• Investors overemphasise churn risks which are more benign than 

thought

• PLNT’s high-value model, with recent pricing power, helps 

maintain margin stability at a system-level 

• PLNT’s unique position as “essential wellness infrastructure”

Thesis 2: Same-Club-Sales 

Shine

PLNT is a fantastic risk-adjusted opportunity today with a time horizon > 1 year. The company, the global leader in it’s 

space, combines a recession-resilient and high-quality business model with improving growth drivers for outsized returns



Investment Thesis 1
The market misses that PLNT has a clear path to return to strong unit growth as franchisee 

unit economics improve 

PLNT Franchisee Unit Economics have historically been top tier, but have suffered recently from higher build-out costs

• Build-out costs up 30% since Covid have reduced recent post-Covid franchisee unit economics. However, not withstanding this, mature  

4-wall EBITDA for a PLNT franchise is top of the industry for franchisors. Despite AUVs 10% below the peer average, double the 

advertising fund contribution and royalties that are 40% higher, PLNT has 4-wall EBITDA margins that are three-fold that of peers 

Sources: Broker Research, Franchise DisclosureDouments



Investment Thesis 1
The market misses that PLNT has a clear path to return to strong unit growth as franchisee 

unit economics improve 

PLNT’s unique unit economics allow for higher flow-through of AUV increases

• A typical QSR franchise has to grow twice as fast as a PLNT franchisee does in order to generate the same EBITDA margin

• This strong flow-through on incremental revenue growth makes PLNT franchises very attractive to potential franchisee candidates, 

raising the potential pool of franchisees 

Sources: Broker Research, Franchise DisclosureDouments



Investment Thesis 1
The market misses that PLNT has a clear path to return to strong unit growth as franchisee 

unit economics improve 

PLNT franchisees have weathered Covid but are still below pre-pandemic levels

• Sales and margins dropped hard in 2020 and were still below 2019 levels by 5% and 370bps as of 2023, with a mild recovery into 2024 

scratching 2019 levels 

• Unlevered IRRs that were 30%+ pre-Covid have since been pushed down closer to 20% due to Covid, increased construction costs 

(+30%), and higher interest rates 

Sources: Broker Research, Franchise DisclosureDouments



Investment Thesis 1
The market misses that PLNT has a clear path to return to strong unit growth as franchisee 

unit economics improve 

However, the new growth model kicking in will greatly boost IRRs for franchisees

• PLNT has now completely revamped their franchisee strategy with a New Growth Model, since 2023, implementing changes to value 

engineer the box without downgrading the customer experience. 

• PLNT’s new franchise model has: (1) Reduced beginning capital from $3m to $2.7m with no initial franchise fee of US $20k (2) 

Remodeled once every 12 years instead of the previous 10, (3) Re-equipped once every 7 years rather than the previous 5

• Planet Fitness targets >10% construction cost savings via a smaller lobby/front desk and right-sized locker rooms to remove 

underutilized spaces and make room for more customers to work out.

• PLNT has also recently increased pricing for Classic membership to $15 from $10 as of 2024, further driving unit economics for 

franchisees 

• This reduces the capex and op-ex needed for franchisees of PLNT, while increasing potential capacity of users for each gym, improving 

unit economics.

• With contractual obligations from franchisees to guarantee a minimum of 500 stores by 2027, tracking to a higher unit growth range 

supported by this contractual floor, given that 150 franchisee clubs are expected to be opened by end 2025

• positive for growth

Sources: Broker Research, Franchise Disclosure Douments

As of December 31, 2024, our franchisees have 

contractual obligations to open approximately 900 

additional clubs, including more than 500 over the 

next three year– PLNT 2024 10-K

• IRRs on franchised clubs are now being driven 

higher, with cohorts that opened since 2H24 

tracking a mid-20s IRR target, supported by the 

new growth model and last year's Classic price 

increase. 

• 95% of developing/renovating clubs 

elected the new format in 2025, a 

strong signal of franchisee buy-in and 

signalling a high flow-through of the 
new model to incremental units, 



Investment Thesis 1
The market misses that PLNT has a clear path to return to strong unit growth as real estate 

availability improves

A swath of recent retail bankruptcies has left more white space for new PLNT stores

• Historically, PLNT’s unit growth has been constrained due to an unavailability of real estate – there simply were other tenants 

occupying real estate in malls or locations where a PLNT would otherwise set up.

• The specific retail space Planet Fitness needs—typically 20,000 square foot boxes located in neighborhood shopping centers or free-

standing retail buildings—has been tough to come by. The retail space market had been operating at near-historic lows for availability. 

Sources: Broker Research, Franchise Disclosure Douments

• PLNT has

I think just a recent report by CoStar, just over 4% vacancy rate. So that's been a factor, right, in finding that great well-situated 20,000 square foot box to build the Planet Fitness. So we've 

augmented our real estate team. We have a Vice President of Real Estate, who's really partnering with our franchisees to help them identify where space is coming online– PLNT CEO, Q1’25 Earnings Call

• However, this has now begun to abate with new real estate 

availability opening up – thousands of big box retailers shut their 

doors over the last 2 years, providing new sites of second-

generation space opportunities where PLNT can convert the real 

estate and enter the market quickly 

• PLNT is also highly desirable for landlords – due to its high 

resilience, with 0 permanent club closures for financial reasons 

throughout Covid-19, driving co-tenancy traffic where 89% of 

members shop at retailers near the club and 76% combining gym 

trips with other shopping, and complementary traffic timing, 

helping to drive traffic on weekdays when most retail center traffic 

is on weekends

• Combined with the new growth model, management has come up 

with new, smaller footprint clubs that help to fill locations, while 

also investing in new people to help franchisees, hiring a dedicated 

franchise sales leader to recruit new, smaller owner-operators and 

expand its broker network to source more conversion opportunities. 

• Additionally, they established a new corporate development team 

in 2024 to size the real estate opportunity for new franchisees and 

help select real estate

We've been really pleased out of the gate with not just the tenants, tenants like ALDI and 

Burlington and Ross and TJX and Planet Fitness – Brixmor Property Group CEO, Citi Conference 

2025



Investment Thesis 2
Investors overemphasize churn risks which are more benign than thought 

Investor worries of churn due to click-to-cancel should be abated 

• Post the price increase of White Card and roll-out of click-to-cancel for PLNT, franchisee checks indicate that franchisee checks 

indicate churn has stabilized closer to 4.2%-4.3%, down from 5 6% right after click-to-cancel roll-out, and slightly above the 3.5% to 

4.0% churn some franchisees were seeing before full roll-out of click-to-cancel. Some franchisees still see churn a little higher but 

"not enough to matter," and some say click-to-cancel has helped their customer acquisition.

Sources: Capital IQ, MIDD Documents, Peer Documents, Broker Research, Expert Calls



Investment Thesis 2
PLNT’s business model remains resilient in recessions

Previous downturns also show PLNT’s resilience in recessions 

• During the 08’09 crisis, PLNT grew new club openings by +24% and same store sales by +18-23%

Sources: Capital IQ, MIDD Documents, Peer Documents, Broker Research, Expert Calls



Investment Thesis 2
PLNT’s business model remains resilient in recessions

PLNT has the scale advantage over it’s peers

• With 85% more units than its next 18 HVLP 

peers combined, as well as competitive fees 

relative to scaled High-Value Low-Price peers, 

PLNT dominates the industry, giving it 

advantages in marketing, scale, and 

attracting new members, helping to generate 

a flywheel where better experience drives 

more demand, which drives more units, which 

drives more scale.

Sources: Capital IQ, MIDD Documents, Peer Documents, Broker Research, Expert Calls



Investment Thesis 2
PLNT’s business model remains resilient in recessions

PLNT also continues to provide great value to customers 

• Almost exclusively a volume story historically, PLNT increased the price of its Classic (White) Card in June 2024 for the first time in 

30 years 

• PLNT has two classes of membership: a Classic Card (or White Card), which is a membership exclusively at the club the member 

joins; and a Black Card, which has several different amenities that can be used within that home club or any other club. The fee for 

the Black Card, introduced in 2005, has been increased just three times – most recently in May 2022. If the fee increases simply 

tracked inflation (CPI) since 2005, the Black Card represents buying power of $41.63 today, so $24.99 provides great value (a 40% 

discount)

• The White Card was always sacrosanct and stayed at $10 for nearly 30 years – until last June. In 2023, the company experimented 

with different price levels for the White Card, testing $12.99, $14.99, and $15.00 per month. The test wasn’t getting people to join, 

it was getting them to stay at the higher price. The test apparently went well, because on June 28, 2024, the $15 pricing for new 

White Card members took effect. Existing White Card members who joined prior to increase were locked in at the $10 monthly 

membership fee. The company expects that, after one year of the price being in effect, existing clubs will see a +LSD%/+MSD% 

increase to AUVs, with a greater impact to new clubs, as most White Card members would be paying $15.

• PLNT surprisingly provides better relative value than COST, the Gold Star of retailers, for price adjustments tied to inflation. It 

must be doing something right

Sources: Capital IQ, MIDD Documents, Peer Documents, Broker Research, Expert Calls



Valuation 1 – Model Upside 

DCF Model shows 35% upside with 3x upside/downside, leading to 

strong risk-reward ratio 

DCF Valuation shows clear upside Clear Upside on Forward EV/EBITDA

Bear -11.2% 25% -3%

Base 33% 50% 17%

Bull 63% 25% 16%

Return Weight
Ret. x 

Weight

+30%

Price 

Target:

US $143

Weighted 

Ret.

10x

15x

18x

EV/EBITDA

WACC

E
x
it

 E
V
/
E
B
IT

D
A

34% 7% 8% 9% 10% 11%

9 x -16.2% -18.2% -20.1% -22.0% -23.8%

12 x 11.5% 8.8% 6.2% 3.8% 1.3%

15 x 39.1% 35.8% 32.6% 29.5% 26.5%

18 x 66.8% 62.8% 59.0% 55.2% 51.6%

21 x 94.5% 89.8% 85.3% 81.0% 76.8%

3x Upside/Downside 

Limited downside and trading at a large discount to 

private market value and peers

Limited downside to Covid multiples from today. Downside is 

based on further deferred capex by the industry.

Assumes the spin-off of RK & FP and a strong kickstarted 

replacement cycle in 2026

Bull case prices in additional contribution from innovation 

and market share tailwinds fetching a higher multiple. 

Good Risk/Reward

25% Bear

50% Base

25% Bull Bull – 18x EV/EBITDA

18x marks PLNT’s higher historical 

average multiple during its time of 

strength.

Base – 15x EV/EBITDA

15x falls short of the 17-18x avg PLNT 

trades historically but we see this as fair 

whilst the market slowly uncovers value. 

Bear – 13x EV/EBITDA

Assuming the market extrapolates churn 

noise further and ignores resiliency.

Exit Multiples

Bear Case Base Case Bull Case

2027 EBITDA ($M) 730 800 840

NTM EV/EBITDA Multiple 13 x            15 x            18 x               

Total Enterprise Value ($M) 9,125.00    12,000.00  15,120.00     

(-) Net Debt ($M) (1,658)         (1,658)         (1,658)            

Total Equity Value ($M) 7,467.00      10,342.00    13,462.00       

(/) Shares Outstanding (M) 82 82 82

Target Price 91.06 126.12 164.17

Upside / (Downside) -16.5% 15.7% 50.6%

Probability 20% 50% 30%

Weighted Return 20%

Valuation Summary: 2026 NTM EV/EBITDA



Valuation 1 – Operating Model 

Double-clicking on assumptions 

Key Drivers show clear conservatism and clear divergence from consensus

Revenue 

CAGR 

SSS %

EBITDA 

Margin

Cons. Hist. Bear Base BullCase Commentary

Bear Slower growth as PLNT struggles with unit expansion.

Base Successfully implements pricing and international expansion.

Bull Tailwinds of fitness add to expansion & market share gains.

Membership 

Growth

Bear Margins stay flat as management struggle to execute.

Base Reduced unit costs and pricing power aid margins.

Bull Lower real estate costs flow through from new units and aid pricing 

power growth with black-card.

Bear Churn noise is real and click to cancel worries come to fruition.

Base Churn revers to normalized levels and so does SSS.

Bull Improved locations and member experience drive growth.

Bear Membership growth chugs along from priced in tailwinds

Base Better App experience and value proposition bolsters membership 

growth.

Bull Membership experience, value proposition and black card value aid 

market share gains.

Sources: Valuation Model

Note: Consensus revenue CAGRs, ROIC and EBITDA margins assume no spin-offs/divestitures. We assume spin-offs and divestitures for end-2026, and compare revenue CAGR using consensus FP/RK revenue estimates and our CFS revenue estimate

11%

20%

9%

12%
15%

6%
8%

5%

9%
10%

41% 39% 41%

46% 48%

7%

18.0%

6.0%
9.0%

13.0%



Valuation 1 – DCF Model 

Financials vs Consensus 

Forecast vs. Consensus (Base Case) shows clear differentiation 

Revenue Differentiation vs Consensus Adj. EBITDA Differentiation vs Consensus

• We are clearly ahead of consensus on both Revenue and Adj. EBITDA for CFS, driving the valuation uptick

• Key to our differentiation is the:

• We see higher unit count than the street, driven by our belief that PLNT can accelerate unit openings to 185-190

• International upside and expectation of accelerated unit openings, replicating the successful Spain model.

• Stronger SSS & Price driven growth, we expect 60%+ of SSS growth will be driven by ~75% rate and aid margins.

• Secular trade-down tailwinds. High value low price dominance should capture market share from expensive boutiques 

in a K-shaped economy. 

• Beyond our financial differentiation, the market values PLNT as a discretionary retailer. We value it as an infrastructure asset 

with recurring, price-inelastic cash flows.
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Event Path and Catalysts 

▪ Q3 results confirm the $15 Classic Card price point is holding, with 80% of comp 

growth driven by rate -> guidance raised, giving investors comfort in the Planet 

2.0 execution.

▪ Marketing efficiency unlock as the implementation of the $45m ad fund to the national 

level drives media efficiency and supports member acquisition without increasing 

franchisee costs.

▪ Black card Spa rollout justifies and supports pricing growth.

▪ The pricing power level is pulled with Black Card price increasing to $29.99 post-peak 

join season. This flows to the bottom line, creating a step-function increase in 

EBITDA.

▪ Unit growth accelerates as PLNT expands into retail locations that have closed down, 

driving traffic and serving as convenience -> gaining market share.

▪ PLNT consistently hits Low-Double digit Revenue and mid-high teens EPS growth, forcing 

a valuation re reating.

▪ As PLNT realizes this algorithm the market should stop valuing PLNT as a discretionary 

retailer and value it as a subscription utility.

Now

1H 2026

2H 2026

Onwards

We believe PLNT hits our target price as the market recognizes the 'Black Card' pricing lever and 6-7% unit 

growth algorithm, re-rating the stock from a retailer to a High-Yield Subscription Utility.



Risks and Mitigants We see xx% weighted upside in the stock with revenue estimates xx% 

ahead, and EBITDA estimates xx% ahead of 2027 consensus 

Valuation Premium & Multiple 

Compression

PLNT trades higher than leisure peers and 

any deceleration could trigger a de-rating

▪ Structural "Private Equity Floor": Massive recent PE activity in high-margin 

franchising (Blackstone/Jersey Mike's, Roark/Subway) creates a valuation 

backstop.

▪ The "Utility" Re-Rating: PLNT warrants a permanent premium over discretionary 

retailers due to its recurring, price-inelastic revenue model (Subscription Utility 

vs. Retailer)

Franchisee ROI & Development 

Squeeze

Persistently high interest rates and 

construction costs (~$3M per box) could 

compress franchisee IRRs, stalling the 6-7% 

unit growth target

▪ Unit Economic Arbitrage: Even with cost pressure, PLNT franchisees generate 

~42% EBITDA margins, vastly superior to QSR alternatives (Wendy's ~15%), 

ensuring continued developer demand.

▪ The Pricing Lever: The upcoming Black Card price hike (to $29.99) flows directly 

to margins, restoring franchisee IRRs to the historically attractive mid-20% 

range.

“Peak Gym” / Saturdation

Skepticism that the U.S. market can 

support the long-term target of 5,000 

clubs, with fears that PLNT is approaching 

full maturity.

▪ The "Un-Gym" Demographic: PLNT targets the 80% of the population that avoids 

traditional gyms. Current 21M membership is only ~6% of the US population, 

leaving massive white space.

▪ Access vs. Utilization: The business model monetizes 'Access Capacity' rather 

than active usage, allowing for higher member density per square foot than 

competitors.

▪ Gen Z Tailwind: This cohort is joining at higher rates than any previous 

generation, expanding the addressable market.

Risks Mitigants

◐◑◕◔◖◗ ●



Appendix 1

Value-Added Research

• Multiple expert interviews with customers and peers 

Expert Interviews

Channel Checks

Media

• Channel checks at 3 Planet Fitnesses to understand the business and landscape  

• Youtube videos of customers and employees at PLNT

• Facebook, Reddit comments on PLNT

18

AI

• Coded a proprietary AI tool to evaluate PLNT governance with respect to large peer set 



Appendix 2

Media Mash 

19
Sources: Our Research

▪ An account with only 350 subscribers had 49k views for a 

Planet Fitness vlog

▪ One of our teammates used to compete in powerlifting – though he’s never used a Planet Fitness till now, and isn’t the target 

demographic, he recognizes that there’s still great value and a great demographic that benefits from gyms like Planet Fitness – e.g., 

top posts on r/planetfitnessmembers are all about weight loss 

▪ Mass-market fitness trainer account with >65k subscribers 

▪ Comments on videos about 

the benefits/use-cases of 

PLNT gyms 



Appendix 3

AI Governance Analysis 

▪ We developed a proprietary AI tool that helps to analyse governance changes in public companies by looking at recent filings such as 

8-Ks and proxy statements, and aggregating it across large amounts of data to make evaluations on the quality of governance

▪ Our tool flagged that MIDD is increasingly well-positioned on governance, especially compared to some industrial machinery peers.

Company Governance Rating Improvement/Worsening Use of ROIC as Compensation Metric Presence of Extensive Governance Red Flags

MIDD Strong  Yes, newly added Minimal 

TTC Strong  Yes, newly added Minimal

TKR Mixed  Yes Extensive

DCI Mixed = No Moderately Extensive 

GTLS Mixed  Yes Extensive

CNH Mixed = Yes Mild

GGG Mixed = No Mild

LECO Mixed  No, removing ROIC Moderately Extensive

ESAB Strong  No Minimal

20
Sources: Company Filings, Our Research
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