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Intro: The S500
Million Question

You've heard about Al agents. Whether you've seriously
considered deploying them, casually explored the concept,
or simply noticed the industry buzz, the topic is impossible to
ignore. Al agents represent the most significant operational
transformation opportunity fithess operators have ever
encountered. The impact on how businesses run - from lead
generation to member service to operational efficiency -
exceeds anything our industry has experienced before.

I'm asking you to invest 40 minutes of your time reading this guide. That's a significant ask for
any executive, so let me be direct about what you'll gain.

By the time you finish, you'll be able to answer the questions that will define competitive
advantage in fithess operations over the next three years: Where do Al agents fit in my
business? What financial impact can | expect from deploying them? How critical are they to my
operation's future? And most importantly, how do | actually implement them successfully?

The opportunity is massive. We've now deployed Al agents across more than 40 fitness
operators representing over 2,000 locations in 16 countries. The financial impact and operational
improvements aren't incremental, they're transformational. Operators are capturing revenue they
were previously losing, scaling capacity without proportional cost increases, and fundamentally
changing their growth economics.

The gap between the technology's potential and the industry's understanding is what I'm trying to
close with this guide. Most executives in our sector don't yet understand what Al agents actually
are, what they can do, or how to evaluate whether they should deploy them.



I've built this to be accessible. No technical jargon. No assumption that you're an Al expert.
Just clear explanations of what agents are, evidence of what they deliver, and practical
frameworks for how to implement them. This is written for C-level executives who need to
make informed decisions about technology adoption, not technologists who want to debate
model architectures.

By the end, you'll understand whether agents are right for your operation, where to deploy
them first, how to calculate ROI, what results to expect, and how to avoid the mistakes early
adopters made. You'll have the clarity every fitness executive needs right now.

So let me show you why this matters urgently:

At 11:47 PM on a Tuesday, someone visits your website, fills out your membership inquiry
form, and expects a response. They're ready to join a gym. Their intent is high. They've
already decided they need what you offer.

When will they hear from you?

If you're like most operators, the answer is: tomorrow morning at best. More likely: never.
Our research across UK, North American, and Australian operators revealed that over 50%
of inquiries go completely unanswered. For those that do get responses, the average wait
time is 236 minutes via email and nearly 40 hours via social media.

Meanwhile, consumer expectations have evolved dramatically. Eighty-two percent expect
responses within 10 minutes. Seventy-seven percent expect immediate interaction when
they reach out. This isn't unreasonable - it's what every other industry has trained them to
expect.

The gap between what consumers expect and what fitness operators deliver is costing the
industry hundreds of millions annually. Consider this: a multi-site operator generating 2,000
leads per month with slow or non-existent response is walking away from over $1 million in
annual revenue from poor lead response alone, and potentially another $250,000-500,000
from tour no-shows. Scale that across the addressable market, and we're talking about half a
billion dollars leaving the industry because operators can't respond instantly and ensure
booked tours actually happen.

Al agents solve this. Not theoretically. Actually. Right now. At scale.

Let me show you how.

o P

lan Mullane
Founder and CEO, Keepme
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Before you can evaluate whether to deploy Al agents, you need to understand what
they actually are. Not the marketing hype. Not the technical specifications. Just a clear
picture of what makes an agent different from every other piece of technology you've
encountered.



The Evolution of Al in Business

The path from early automation to Al agents follows a clear progression. We started
with rules-based automation: "If someone fills out this form, send this email."
Simple, reliable, but completely inflexible.

Then came machine learning systems that could identify patterns and make
predictions: "This member's usage pattern suggests they're at risk of cancelling."
Useful, but still required humans to decide what to do with that information.

Al assistants like ChatGPT represented another leap forward. They could understand
natural language, answer questions, and generate content. Impressive, but
fundamentally reactive. They waited for you to tell them what to do.

Agents are different. They understand goals, make decisions, and take actions
autonomously. Think of it this way: if a chatbot is a vending machine that responds
when you push buttons, an agent is a salesperson who understands what you need
and works to get you there.

The critical distinction is this: tools require humans to operate them. Agents operate
autonomously towards goals. That shift from tool to teammate is what makes agents
transformational rather than just incremental.

The Five Characteristics That Define an Agent

Not everything called an "Al agent" actually is one. Here are the five characteristics
that separate real agents from glorified chatbots:

1. Goal-Directed Behaviour

An agent is given an objective, not a script. Tell it "increase tour bookings" and it
determines how to achieve that goal based on each specific conversation.

Fitness Example: A prospect asks about pricing at 10 PM. A chatbot responds with
pricing information and stops. An agent provides pricing, assesses the prospect's
interest level from their response, identifies they're ready to visit, checks calendar
availability, proposes specific tour times, and books the appointment. Same starting
point, completely different outcome.

The Contrast: Traditional automation follows predetermined paths. Agents chart their
own course towards the goal.



2. Autonomous Decision-Making

Agents make hundreds of micro-decisions within each interaction without requiring
human approval or intervention.

Fitness Example: A prospect says "I'm interested but need to check my schedule
first." The agent doesn't escalate this to a human. It recognises this as a buying signal
with a timing constraint, suggests sending available times via email, asks for
permission to follow up in two days, and sets an internal reminder to do exactly that.

The Contrast: CRM workflows require humans to decide what happens next at each
stage. Agents decide independently based on context.

3. Contextual Understanding

Agents understand conversation history, interpret intent, and apply business rules
appropriately within each unique situation.

Fitness Example: A prospect starts a conversation on Instagram at 11 PM asking
about membership prices. They continue the conversation via WhatsApp the next
morning asking "Can | see the gym?" The agent recognises this is the same person,
recalls they've already discussed pricing, and moves directly to booking a tour. It
doesn't start from scratch with each channel.

The Contrast: Chatbots lose context between channels or even between messages.
Agents maintain continuous understanding across every touchpoint.

4. Multi-Step Execution

Agents can execute complex sequences of actions across multiple systems without
human intervention.

Fithess Example: Complete workflow handled by agent: receive inquiry — qualify
prospect — check calendar system — propose available times — negotiate
back-and-forth on scheduling = confirm booking — send calendar invite — update
CRM with full conversation history — set reminder to send pre-tour information 24
hours before visit — follow up if prospect doesn't show.

The Contrast: Marketing automation handles one step at a time, triggered manually.
Agents orchestrate entire processes end to end.



5. Learning and Improvement

Agents analyse patterns across thousands of conversations and improve their
approach over time.

Fitness Example: After handling 1,000 conversations, an agent recognises that
prospects who ask about childcare facilities are 3x more likely to book tours when
offered morning time slots. It begins proactively suggesting morning times to childcare
inquiries without being explicitly programmed to do so.

The Contrast: Traditional systems do exactly what they're programmed to do forever.
Agents get better with volume.

What Agents Are NOT

Let's clear up the most common misconceptions:

Not Chatbots: Chatbots follow scripted decision trees. Ask something they're not
programmed for, and they break. Agents understand intent and adapt their approach.
They handle unexpected questions by reasoning through the best response based on
their understanding of your business.

Not Marketing Automation: Marketing automation sends scheduled emails to
segmented lists. Useful, but it's batch processing, not real-time conversation. Agents
engage individually, responding to each person's specific needs in the moment.

Not CRM Workflows: CRM workflows automate sequences after someone manually
triggers them. "When | mark this lead as qualified, send them this email series."
Agents handle the entire process from first contact through qualification through
booking, without anyone pressing start.

Not Human Replacements: This matters, so let me be explicit. Agents don't replace
your sales team. They eliminate the work that prevents your sales team from selling.
Responding to the same guestions about opening hours, pricing, and parking
consumes hours daily. Agents handle that instantly, letting your team focus on
high-value conversations with tour-ready prospects.

The fitness operators seeing the best results deploy agents alongside their team, not
instead of them. The agent handles volume and routine. Humans handle relationships
and complexity.



Why Now?

If agents are so powerful, why weren't they possible five years ago? Three factors
have converged to make this the inflection point:

Natural Language Processing has Matured: Models like GPT-4 and Claude can
genuinely understand conversation context, intent, and nuance. They don't just match
keywords; they comprehend what someone actually means, even when it's expressed
awkwardly or indirectly.

Integration Infrastructure Exists: This is where fitness operators often raise
concerns, and rightly so. Many fitness-specific CRM and management systems have
limited or unreliable APls. You may have experienced this frustration firsthand.

The good news: a new approach called Model Context Protocol (MCP) is changing
how agents integrate with systems. Instead of requiring robust APls from your existing
tools, MCP allows agents to interact with your systems in more flexible ways,
including direct database access, screen interaction, and file-based integration. Think
of it as agents being able to work with your tools the way a human would, rather than
requiring special technical hookups.

This means even if your current tech stack has weak integration capabilities, agents
can still connect and operate effectively. The integration barrier that existed even two
years ago has largely been solved.

Economic Pressure Created Necessity: Labour costs continue rising while
consumer expectations for instant response have become non-negotiable. The gap
between what members expect and what operators can afford to staff has made
agents necessary, not experimental.

The technology is proven. Adjacent industries from e-commerce to banking have
deployed agents at massive scale. The question for fitness operators isn't whether
agents work. It's whether you'll adopt them before or after your competitors do.



CHAPTER 2: The
Response Time
Crisis and What
It's Costing You
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Before we dive into the numbers, let me be clear about scope. Al agents aren't just for
sales. Agents can handle collections, member retention, service inquiries, operational
workflows, and more. Modern agent platforms are orchestration systems that deploy
multiple agent types working together across your operation.

We're focusing on sales agents in this chapter because that's where most operators
see the fastest, most measurable retumn on investment. Lead response and tour
booking is high-impact, easy to quantify, and typically the best entry point for agent
deployment. But this is one example of agent value, not the limit of what agents can
do. Chapter 3 will explore the full spectrum of agent capabilities across engagement,
service, operations, and analytics.

With that context established, let's examine the business case for sales agents
specifically.

You already know response time matters. What you might not know is the scale of the
problem or the precise cost of inaction. Let me show you both with data from real
operators,
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The Response Time Crisis

Our Time to Reply studies across UK, North American, and Australian fithess operators
revealed a response gap so wide it's costing the industry hundreds of millions annually.

The numbers are stark: over 50% of fithess inguiries go completely unanswered. Not
delayed. Not handled poorly. Simply ignored. For those inquiries that do receive
responses, the average wait time is 236 minutes via email and 2,240 minutes (nearly
40 hours) via social media.

Think about what's happening in those 236 minutes. Your prospect has:

« Visited three competitor websites

* Received instant responses from at least one of them

* Quite possibly booked a tour elsewhere

* Or lost interest entirely and moved on to other priorities

The data on response speed and conversion is unambiguous. Leads responded to
within five minutes are 100 times more likely to engage in conversation and 21 times
more likely to convert into memberships. Yet most operators are measuring their
response time in hours or days, not minutes.

Meanwhile, consumer expectations have fundamentally shifted. Eighty-two percent of
consumers expect responses within 10 minutes. Seventy-seven percent expect
immediate interaction when they reach out. These aren't unreasonable demands from
entitled customers. This is what Amazon, Uber, and every other digital-first company
has trained consumers to expect as standard.

The gap between expectation and delivery is where revenue disappears. Every hour
of delay compounds the problem. The prospect's intent cools. Their attention moves
elsewhere. By the time you respond, you're no longer competing for a ready buyer.

You're trying to resurrect interest that's already faded.

This isn't a failure of effort. Your sales teams are working hard. The problem is
structural. You can't staff for 24/7 instant response across multiple channels using
humans alone. The economics don't work. The staffing model can't scale to match
consumer behaviour patterns.

Which brings us to the critical question: what is this actually costing you?

11



Quantifying the Opportunity

Let's work through realistic numbers. You can substitute your own metrics, but I'll use
figures representative of a small multi-site operator, the lower end of our target market.

Current State Baseline:

« Monthly lead volume: 2,000 (modest for even 5-10 locations)

« Current response rate: 50% (industry average from our studies)

* Lead-to-tour conversion: 15% (of those who receive a response)
* Tour attendance rate: 75% (industry standard for booked tours)

* Tour-to-sale conversion: 40% (of those who actually attend)

 Average member lifetime value: $900 (based on $65/month membership plus
ancillary revenue)

Your Current Performance:

* 2,000 leads generated

1,000 receive responses (50%)

* 150 book tours (15% of responded leads)
* 113 attend tours (75% attendance)

* 45 become members (40% of attendees)
* Monthly revenue captured: $40,500

s Annual revenue: $486,000

12



With Agent Deployment:

Here's where the data from real deployments tells a compelling story. Agents respond
to 100% of legitimate inquiries instantly. But the real performance driver isn't just
response rate, it's response timeliness.

We've seen operators converting organic leads at 15% to tours jump to 38-43%
lead-to-tour conversion after agent deployment. The difference? Instant response
instead of hours or days of delay. Let's model this conservatively at 40% lead-to-tour
conversion:

* 2,000 leads generated

« 2,000 receive instant responses (100%)

* 800 book tours (40% conversion, up from 15%)

* 600 attend tours (75% attendance maintained)

* 240 become members (40% conversion maintained)

* Monthly revenue captured: $216,000
« Annual revenue: $2,592,000

Net Impact: +$175,500 monthly, $2,106,000 annually

That's before you consider any potential labour savings or operational efficiencies.
This is pure performance capture from leads you're already generating but currently
losing to slow or non-existent response.

The timeliness factor is critical. When a prospect inquires and receives an instant,
helpful response, their intent is still hot. They're engaged, they're interested, and
they're ready to take the next step. Wait four hours, and that intent has cooled. Wait a
day, and they've likely moved on.

Conservative Scenario:

If you're sceptical of 40% conversion, let's look at a more modest improvement.
Assume agents only lift your lead-to-tour conversion from 15% to 25%, a 67%
improvement rather than the 167% improvement we've seen in practice:

* 2,000 leads generated

* 2,000 receive instant responses (100%)

= 500 book tours (25% conversion)

= 375 attend tours (75% attendance maintained)
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* 150 become members (40% conversion maintained)
* Monthly revenue captured: $135,000
* Annual revenue: $1,620,000

Net Impact: +$94,500 monthly, $1,134,000 annually

Even in this conservative scenario, you're adding over $1.1 million in annual revenue
from your existing lead volume. Not from increased marketing spend. Not from
operational changes. Simply from responding to the prospects you're already
attracting.

Beyond Initial Booking: Tour Attendance and
No-Show Recovery

The value story doesn't end at booking the tour. Agents continue working to ensure
booked tours actually happen, adding another layer of performance improvement.

Pre-Tour Confirmation and Rebooking:

On the day of a scheduled tour, the agent reaches out to confirm attendance. "Hi
Sarah, looking forward to seeing you at 6 PM today for your tour. Can you confirm
you're still able to make it?"

If the prospect can't make it, the agent doesn't just acknowledge that. It immediately
offers alternative times, checks availability, and rebooks on the spot. No human
intervention required. No waiting for someone to follow up later. The conversation
continues: "No problem, | can see we have availability tomorrow at 5 PM or Saturday
at 10 AM. Which works better for you?"

This captures tours that would otherwise be lost. Without agent intervention, a
prospect who can't make their scheduled time often doesn't reschedule at all. They
intend to, but life gets busy, and the moment passes. The agent removes that friction
entirely.

No-Show Recovery:

For prospects who don't show up for their scheduled tour, agents have proven
remarkably effective at recovery. The outreach happens immediately: "Hi Sarah, we
missed you today at 6 PM. | wanted to reach out and see if we can reschedule your
tour."

14



The response rate is notably higher than human follow-up for a specific reason:
prospects don't feel judged. There's no embarrassment about explaining why they
didn't show. The agent is matter-of-fact, helpful, and focused entirely on finding a time
that works. We consistently see prospects who won't respond to staff follow-up engage
readily with agent outreach.

This recovers revenue that most operators write off entirely. A no-show typically
means a lost opportunity. With agent intervention, a meaningful percentage of
no-shows convert to rescheduled, attended tours.

The Compounding Effect:

These capabilities compound the value from the core lead response improvement.
You're not just booking more tours, you're ensuring more of those tours actually
happen. And when they don't, you're recovering opportunities rather than losing them.

While we haven't included tour attendance improvement in the ROI calculations
above (maintaining the 75% industry standard), operators deploying confirmation and
no-show recovery capabilities consistently see attendance rates improve to 80-85%.
On 800 monthly tour bookings, that's an additional 40-80 attended tours per month,
translating to another 16-32 memberships worth $14,400-28,800 in monthly revenue.

That's additional value on top of the core lead response and conversion
improvements already quantified.

Your Calculation Framework

Take your actual numbers:

« Current monthly lead volume x current response rate x lead-to-tour % x
aftendance % x tour-to-sale % x LTV = current performance
* Same lead volume x 100% response x improved conversion (25-40%) x

improved attendance (75-85%) x tour-to-sale % x LTV = agent-enabled
performance

= Difference = captured opportunity

For most operators, this calculation reveals seven figures of annual revenue currently
being lost to response gaps and tour no-shows. The performance improvement alone
justifies agent deployment. Any operational efficiencies or labour optimisation become
additional upside, not the primary business case.

15



Why Traditional Solutions Have Failed

If the problem is this obvious and this expensive, why hasn't it been solved already?
Because every solution attempted so far has failed to deliver the performance
operators need.

Hiring More Staff:

The obvious answer. Need faster response? Hire more salespeople. The problem
isn't cost, it's coverage and consistency.

Each salesperson works 40-45 hours per week, covering roughly 25% of the week. To
achieve true 24/7 coverage, you need at least four full-time equivalents per coverage
slot. For a small multi-site operation handling 2,000 leads monthly, you'd need 6-8
staff members to provide comprehensive coverage.

Even then, you face inherent limitations. People take breaks. They handle inquiries
sequentially, not simultaneously. Response speed varies by individual. Someone
inquires at 2 AM, and unless you're staffing night shifts, they're waiting until morning.

The fundamental issue: human-powered response can't match the instant, always-on
expectation consumers now have. You can't staff your way to competitive response
times without building a 24/7 call centre, which is economically impractical for most
operators.

Deploying Chatbots:

The previous generation's answer. Many operators tried chatbots and found them
wanting, not because of cost but because of capability.

Chatbots follow scripted decision trees. They handle the questions they're
programmed to handle adequately. Everything else breaks down into "l don't
understand, please contact our team." Prospects find them frustrating rather than
helpful.

The fundamental limitation is inability to understand intent or adapt to unexpected
questions. A prospect asks "Do you have childcare?" The chatbot responds with

childcare information. The prospect follows up with "Great, can | book a tour for
Saturday moming?" The chatbot doesn't recognise this as a booking request because

it's not in the expected script format.

The result: chatbots may respond instantly, but they fail to convert. They can't complete
the journey from inquiry to booked tour because they lack the conversational
intelligence to handle natural dialogue. Instant response means nothing if it doesn't
move prospects forward.

16



Implementing Marketing Automation:

Email sequences, drip campaigns, and automated follow-ups have value for nurturing
cold leads, but they don't solve the response time problem.

Marketing automation operates in batch mode, not real-time. It sends scheduled
messages to segmented groups. A prospect inquires at 10 PM. Your automation
sends them an email at 9 AM the next morning. That's still an 11-hour delay, and by
then the prospect's intent has cooled.

Automation also can't handle the back-and-forth negotiation inherent in booking tours.
“Are you available Tuesday at 5 PM?" "No, but Wednesday works." "Morning or
afternoon?" This requires dynamic conversation, not pre-programmed email
sequences.

The result: useful for long-term nurture, but ineffective for capturing high-intent
prospects who are ready to act now and expect immediate engagement.

The Agent Advantage

Agents succeed where these traditional approaches failed because they deliver the
performance improvement operators need.

Instant Response, Every Time: Agents respond the moment a prospect reaches
out. Not in minutes. Not in hours. Instantly. Whether it's 2 PM on Tuesday or 2 AM on
Sunday, response time is measured in seconds. This captures intent at its peak,
driving the conversion improvements we've seen in practice.

Quality That Scales: Agents handle unlimited concurrent conversations. One agent
can engage with 100 prospects simultaneously, providing each with personalized,
contextual responses. They understand intent, adapt their approach, and maintain
conversation quality regardless of volume.

True 24/7/365 Availability: Agents never sleep, take holidays, or call in sick. They're
available the instant a prospect reaches out, regardless of time zone or business
hours. We consistently see 25-50% of tour bookings happening outside traditional

business hours. That's pure incremental revenue from times you're not currently
capturing.
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Continuous Improvement: Agents analyse patterns across thousands of
conversations and refine their approach. After handling 1,000 conversations, they
recognise which questions indicate high buying intent, which time slots prospects
prefer, which objections need addressing. They get better with time.

Integration That Enables Action: Agents work within your current tech stack. They
check your calendar for availability, update your CRM with conversation details, send
calendar invites through your booking system, and escalate complex questions to
your team. They don't just respond, they complete the entire journey from inquiry to
booked tour.

The result is measurable performance improvement. Response rates move from 50%
to 100%. Lead-to-tour conversion improves from 15% to 25-40%. Tour-to-sale
conversion often improves as well because prospects arrive more qualified and
engaged.

That performance improvement, the revenue capture from leads you're already
generating, is the primary value. Beyond that, agents create operational efficiencies.
Your team spends less time on repetitive inquiries and more time with tour-ready
prospects. You can handle volume growth without proportional staffing increases. But
those are benefits on top of the core value proposition: capturing revenue you're
currently losing to response gaps.

The response time crisis has a solution.

The question is whether you'll implement it before your competitors do.
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Chapter 2 demonstrated the business case for sales agents specifically. Now let's

map the full territory of what agents can do across your operation. Modern agent
platforms deploy multiple agent types, each specialised for different business functions,
working together as an orchestrated system.
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The Four Agent Categories

Think of agent deployment as building a team of specialists, each expert in their domain
but able to coordinate with others when needed.

1. Engagement Agents These handle all prospect-facing revenue activities: lead
capture, qualification, conversion, tour booking, trial bookings, and database
reactivation, They also handle secondary revenue like personal training sessions and
class bookings. Their job is moving prospects from interest to revenue,

2. Member Success Agents These work with existing members to maximise
retention and lifetime value: handling inquiries, managing account issues, recovering
failed payments, and proactively engaging at-risk members. They focus on keeping
members engaged and active.

3. Operational Agents These manage internal workflows and administrative tasks:
staff scheduling, reporting, data entry, and system coordination. They work behind the
scenes o improve operational efficiency.

4. Analytical Agents These synthesise data, generate insights, and create reports.
They identify patterns, flag issues, and provide decision support for management.

This guide focuses primarily on Engagement Agents because that's where most
operators start and see fastest ROI. But understanding the full capability spectrum
helps you think strategically about how agents can evolve across your business.

Engagement Agents in Detail

We covered the business case in Chapter 2. Now let's examine the operational reality
of how engagement agents actually work.

Core Functions
Inbound Inquiry Handling:

An inquiry comes in via any channel: web form, Instagram DM, Facebook message,
SMS, WhatsApp, email, or phone call. The engagement agent receives it instantly
and responds within seconds.

The agent doesn't just answer the question asked. It understands what the prospect is
really trying to accomplish. Someone asks "How much is membership?" The agent
provides pricing, but also asks about their fithess goals, location preference, and
timeline. It's qualifying while engaging, exactly as a skilled salesperson would.

The agent handles objections naturally. "That seems expensive." The agent responds
with value framing: "l understand. Let me break down what's included. You get

20



unlimited access to all classes, personal training discounts, and 24/7 facility access.
Most members find the value exceeds the cost within the first month. Would you like
to visit and see everything included?"

Tour and Trial Booking:

Once a prospect expresses interest in visiting, the agent moves to booking. It checks
your calendar system in real time, identifies available slots, and proposes specific
times based on the prospect's stated preferences.

"l can see we have availability this Tuesday at 6 PM or Wednesday at 5 PM. Which
works better for you?"

The prospect responds: "Neither works, | need momings." The agent adapts instantly:
"No problem. How about Thursday morning at 9 AM or Saturday at 10 AM?"

Once a time is agreed, the agent confirms the booking, sends a calendar invite,
updates your CRM with the complete conversation history, and sets reminders for
follow-up.

Pre-Tour Engagement:

The day before the tour, the agent sends preparation information. "Looking forward to
your tour tomorrow at 6 PM. Here's what to expect and what to bring. The facility is at
123 Main Street with parking in the rear."

On the day of the tour, the agent confirms attendance. "Hi Sarah, confirming you're
still able to make it at 6 PM today?" If the prospect can't make it, the agent
immediately offers alternatives and rebooks.

No-Show Recovery:

When a prospect doesn't show for their scheduled tour, the agent reaches out within
hours, not days. "Hi Sarah, we missed you today. | wanted to check if we can find
another time that works better for you."

The non-judgemental, helpful tone gets significantly higher response rates than
human follow-up. Prospects who might ignore a staff call or email will engage with the
agent because there's no awkwardness or embarrassment.

21



Follow-Up and Nurturing:

For prospects who express interest but aren't ready to book immediately, the agent
maintains engagement. It follows up at appropriate intervals, shares relevant
information, answers new questions, and remains persistent without being pushy.

"Hi Mark, just checking in. Have you had a chance to think about that tour we
discussed? I'm happy to answer any questions that might help you decide.”

This persistence, executed at scale across hundreds of prospects simultaneously,
captures opportunities that would otherwise go cold.

Outbound Reactivation:

This is where engagement agents demonstrate capability that far exceeds traditional
marketing automation. Most operators have databases full of dormant leads: people
who inquired but never booked, people who booked tours but didn't show, people who
showed interest then went silent. That's marketing spend already invested,
opportunities already paid for, sitting unused.

Traditional reactivation approaches involve batch email campaigns. Send a
promotional email to 2,000 old leads and hope some respond. Your sales team then
has to pick up whoever replies and try to move them forward. It's inefficient and
impersonal.

Engagement agents work differently. They conduct personalised, conversational
reactivation at scale.

The agent reaches out with context-aware messaging based on each person's
history. "Hi Jessica, you reached out last summer asking about our yoga classes. |
wanted to let you know we've just added early morning sessions that might work with
your schedule. Would you like to book a visit?"

If Jessica responds, the agent doesn't just acknowledge her interest. It has a
conversation. It answers her questions, addresses any concerns, proposes specific
tour times, and books the appointment. If Jessica says she's not interested right now,
the agent asks why, updates her record, and schedules appropriate follow-up timing.

This works across your entire dormant database. An agent can systematically work
through leads from the past 6-12 months, engaging each person individually based on
their situation. Someone who inquired 14 days ago gets different messaging than
someone from six months ago. Someone who booked a tour but didn't show gets
recovery messaging. Someone who toured but didn't join gets objection-handling
conversation.
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The timing is strategic too. If someone joined a competitor 12 months ago, they're
likely approaching renewal. The agent can reach out at exactly the right moment:
"Hi Mark, | know you joined another gym last year. Many people reassess their
membership around renewal time. If you'd like to explore your options, I'd be happy
to show you what's changed at our facility."

This reactivation capability transforms your lead database from a static list into an
ongoing revenue opportunity. Leads you've already paid to acquire through marketing

get continuous, intelligent engagement until they convert or definitively opt out. The
retumn on past marketing investment increases dramatically.

Secondary Revenue: PT and Class Bookings:

Engagement agents don't stop at membership sales. They drive secondary revenue
by booking personal training sessions, class reservations, and other ancillary
services.

A prospect books a tour. During the conversation, the agent identifies they're
interested in weight training. "We offer complimentary personal training consultations
for new members. Would you like me to book you a session with one of our trainers
when you visit?"

A member asks about class times. The agent doesn't just provide the schedule, it
books them into specific classes. "l can see our 6 PM yoga class on Tuesday has
space. Would you like me to reserve a spot for you?"

This drives incremental revenue through intelligent upselling and cross-selling that
happens naturally within conversations, not as separate sales processes requiring
staff time.

The Omni-Channel Reality

Here's what makes modern engagement agents different from previous technology:
they operate seamlessly across every communication channel while maintaining
complete context.

Example Workflow:

« Monday, 11 PM: Prospect sends Instagram DM asking about pricing

23



* Monday, 11:01 PM: Agent responds on Instagram with pricing and asks about
goals

* Tuesday, 8 AM: Prospect responds via WhatsApp (different channel) with
questions about childcare
* Tuesday, 8:02 AM: Agent recognises this is the same person, recalls the

pricing conversation, answers childcare question, and suggests morning tour
times

* Tuesday, 9 AM: Prospect confirms via SMS (third channel) that Thursday at 9
AM works

* Tuesday, 9:01 AM: Agent sends calendar invite via email, updates CRM, sets
reminders

From the prospect's perspective, they're having one continuous conversation with a
helpful, knowledgeable person who's always available. From your perspective, you're
capturing engagement across your entire digital footprint without any staff
involvement.

The agent maintains conversation context across every touchpoint. It never asks
prospects to repeat information. It never loses track of where the conversation left off.
It handles channel-switching effortlessly because it understands the person, not just
the message.

Member Success Agents: Retention and Revenue
Recovery
While engagement agents drive new member acquisition and secondary revenue,

member success agents work to maximise the value and longevity of existing member
relationships.

Member Service Agents handle inquiries automatically:

* "When does my membership renew?"
* "How do | freeze my account?”
* "What are today's class times?"

* "l can't access the app, can you help?”
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These agents work from your knowledge base, member records, and policy documents
to provide accurate, instant responses. They escalate complex issues to staff but
resolve routine inquiries autonomously, ensuring members get immediate answers
regardless of time or staff availability.

Collections Agents handle payment recovery:

* Reach out to members with failed payments
* Offer payment plan options

* Update payment methods

* Process payments directly

They do this without judgement or pressure, maintaining relationships while
recovering revenue. The same non-judgemental tone that works for no-show recovery
works for collections. Members are more willing to engage with an agent about
payment issues than with a person. There's no awkwardness, no embarrassment, just
practical problem-solving.

The agent's approach: "Hi Sarah, your payment didn't go through this month. This
happens sometimes with expired cards or bank changes. Would you like to update
your payment method now, or would a payment plan work better for you?"

Retention Agents engage at-risk members proactively:

¢ |dentify members with declining usage

* Reach out before they decide to cancel

« Understand barriers to engagement

= Offer solutions (different class times, programme changes, personal training)

« Execute retention offers when appropriate

These agents work from behavioural data to intervene before members churn, not
after they've already decided to leave. A member who hasn't visited in 10 days gets a
check-in. A member approaching their renewal date with declining usage gets
proactive engagement.

The conversation might be: "Hi Mark, | noticed you haven't been in for a while. Is
everything okay? Sometimes life gets busy, but | wanted to check if there's anything
we can do to make it easier for you to stay on track with your goals."
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The agent can then problem-solve based on the response. Schedule issues? Suggest
different class times. Boredom? Recommend new programmes. Financial concems?
Discuss membership options. The goal is keeping members engaged and active, not
just preventing cancellation,

What Agents DON'T Do

Let me be clear about limitations so you have realistic expectations.

Agents don't conduct in-person tours. They book them, confirm them, ensure
attendance, but the tour itself remains a human interaction. That high-touch moment
where a prospect experiences your facility and connects with your team, that's
irreplaceable.

Agents don't handle complex negotiations. Corporate wellness contracts, large group
sales, VIP account management, these require human relationship skills and
business judgement that agents don't possess.

Agents don't replace strategic decision-making. They provide data, generate insights,
and handle execution, but humans still own strategy, positioning, and major business
decisions.

Agents work best within defined boundaries. They excel at structured processes: lead
to tour, inquiry to resolution, payment recovery, retention outreach. Highly
unstructured situations still require human flexibility.

The key is deploying agents where they add value, not trying to force them into every
situation. The operators seeing best results use agents to handle volume and routine,
freeing humans for relationships and complexity.

Voice Capability: The Human Touch at Scale

Modern engagement agents don't just handle text-based channels. They can take
inbound calls and make outbound calls, speaking naturally with prospects and
members.

Inbound Voice: Your main phone line rings. The agent answers, understands the
inquiry through natural speech, provides information, books tours, transfers to

humans when appropriate. To the caller, it sounds like speaking with a knowledgeable
staff member.
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Outbound Voice: The agent can make follow-up calls to prospects who haven't
responded to texts or email. "Hi Sarah, this is Alex from Fitness First following up on
your inquiry about membership. Do you have a moment to chat?"

Voice adds a personal dimension while maintaining the scale advantages. One agent
can handle dozens of simultaneous calls, something impossible for human teams.

The voice capability isn't trying to fool people into thinking they're speaking with a
human. Most implementations make it clear they're interacting with an Al assistant.
The transparency works because the agent is genuinely helpful regardless of what it
is.

The Orchestration Advantage

The real power emerges when multiple agent types work together. The engagement
agent books a tour. The service agent sends pre-tour information. If the prospect
doesn't show, the engagement agent recovers. If they become a member, the service
agent handles onboarding. If they miss payments, the collections agent intervenes. If
usage drops, the retention agent engages.

This orchestration, multiple specialists working together across the member lifecycle,
is where agents transform from useful tools into strategic assets that fundamentally
change how your operation functions.

We've seen what agents can do. Next, let's look at the evidence that they actually
deliver these results in practice.
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CHAPTER 4
Evidence from
Early Adopters
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How Fitness First Singapore
Increased Tour-to-Sale Conversions
by 49% with Keepme Antares

We've explained what agents are and demonstrated their business case. Now let's
examine real deployment results across 40+ operators representing 2,000+ locations in
16 countries.
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The Results Spectrum

Case Study 1: Multi-Brand Operator, Saudi Arabia (EVOX and Activ brands)

Four weeks after deployment across both premium (EVOX) and budget (Activ)
segments. The results demonstrate agents work instantly across different market
positions.

Activ (budget clubs): 355% increase in visitor-to-lead conversion, 46% improvement
in lead-to-tour bookings, 83% uplift in tour-io-sale conversion, 99% improvement in
overall lead-to-sale conversion,

EVOX (premium clubs): 297% increase in visitor-to-lead conversion, 58%
improvement in tour-to-sale conversion, 82% increase in lead-to-sale conversion.

Key success factor: Full funnel optimisation from digital traffic through to membership
sale. Agent handled instant response via WhatsApp, webchat, email, and social DMs
across high-volume channels like Instagram, TikTok, and Snapchat. 24/7 engagement
captured leads outside business hours that would have been lost. Multilingual capability
in both Arabic and English proved critical for Saudi Arabia's diverse market.

Case Study 2: Fitness First Singapore (16 clubs, part of Evolution Wellness
Group)

Four weeks after deployment across web, social, and SMS channels. Results: 185%
increase in lead-to-tour bookings, 16% improvement in tour attendance, 49%
improvement in tour-to-sale conversion.

Key success factor: integrated agents into existing workflow rather than replacing it.
Sales team focused on tour closing while agents handled inquiry response and
booking logistics. Multilingual capability proved essential in Singapore's diverse
market, enabling engagement across language preferences without additional
staffing.

Case Study 3: Regional Chain, Australia (30 locations)

Four weeks after deploying multi-channel agents. Results: 60,000 conversations
handled, 450 tours booked outside business hours, 68% lead-to-tour conversion rate.

Key success factor: Focused on incremental opportunity first. Off-hours response
didn't disrupt existing operations, making staff adoption straightforward.
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Case Study 4: Single-Site Boutique, UK

Four weeks with web chat and Instagram integration. Results: Response time
dropped from 6 hours to 20 seconds, lead-to-tour improved from 12% to 31%, 50% of
tours now booked automatically.

Key success factor: Started narrow (two channels only), proved value, then
expanded. Small operation meant faster decision-making and clearer attribution.

These results appear immediately because agents engage prospects from day one.
The four-week measurement period simply demonstrates sustained performance, not
a ramp-up period. Value delivery is instant.

Common Success Patterns
Successful deployments share specific characteristics:

Phased rollout: Started with one or two channels, expanded after proving value. This
builds confidence and allows refinement before scaling.

Clear handoff protocols: Defined exactly when agents escalate to humans. Simple
rules work best.

Integration priority: Connected to CRM and booking systems from day one. Agents
that can't book tours become expensive chatbots.

Staff involvement: Trained teams on working with agents, reviewing conversations,
providing feedback.

Measurement discipline: Tracked specific metrics from week one. Response time,
lead-to-tour conversion, tour attendance, agent handling rate.

Typical timeline: Weeks 1-2 (agent learning), weeks 3-4 (handling 50-70% of
inquiries), months 2-3 (80-90% handling with measurable conversion lift), month 4+
(optimisation and expansion).
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Failure Modes and Prevention

Poor integration: Agent couldn't access calendar or CRM. Prevention: Confirm
integration capability before deployment.

Inadequate training: Agent given generic knowledge rather than brand-specific
information. Prevention: Invest in proper training phase.

No escalation path: Agent tried handling everything. Prevention: Define clear
escalation rules upfront.

Staff resistance: Team felt threatened. Prevention: Involve staff early, frame as
capability enhancement.

No measurement: Couldn't prove value. Prevention: Establish baseline metrics
before deployment and track weekly.

Every failure was avoidable with proper planning. Chapter 8 provides the implementation
framework that prevents these mistakes.
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CHAPTER 5:

Where to
Deploy First
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Your Gymaholics Tour i booked for Thursday, 30th Octobér at 8am
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Hey there! & F'm Ovia, your Al
assistant. | can answer any
questions you have about the
club or book you a tour, What
would you like to do?

Perfect! For families, we have
evrallant antinne o Family

You're convinced agents work. Now you need to decide where to start. The wrong entry

point creates unnecessary risk and delays value. The right one builds momentum and

proves the concept quickly.
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The Adoption Ladder Framework

Think in tiers:

Tier 1: Prove It (First 3 months) - High ROI, low risk, fast results. Goal: build
credibility and internal case for expansion.

Tier 2: Scale It (Months 4-9) - Expand to adjacent channels and use cases. Goal:
multiply impact across operation.

Tier 3: Integrate It (Months 10-18) - Connect multiple agent types, full workflow
automation. Goal: transform business model.

Resist deploying everywhere at once. Start narrow, prove value with data, then scale.
This approach builds confidence, enables refinement, and prevents pilot purgatory.

Tier 1: Where to Start

These three deployment areas deliver fastest ROl with lowest implementation risk:

#1: Website Inquiry Response

Your highest-volume lead source. Existing traffic means immediate opportunity to
demonstrate impact.

Implementation: Web chat widget plus form response automation. When someone
fills your inquiry form or initiates chat, agent responds instantly.

Expected Impact: 100% of web inquiries get instant response (up from typical 50%),
lead-to-tour conversion improves 50-150%.

Why It Works: Doesn't disrupt existing sales process. Your team still handles tours
and closing. Agent just ensures every web visitor who shows interest gets engaged
immediately.

ROI Timeline: 30 days to measurable results. Track response time, conversation
volume, and lead-to-tour conversion weekly.

Success Metric: If you're not seeing improved conversion within 4 weeks,
something's wrong with integration or training.
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#2: Out-of-Hours Capture

Pure incremental revenue. Captures leads when your team is offline without
disrupting daytime operations.

Implementation: Agent handles all inquiries outside business hours (evenings,
weekends, holidays) across all channels.

Expected Impact: 25-50% of total inquiry volume occurs out-of-hours. Typical
operators book 200-500 tours monthly that simply didn't exist before.

Why It Works: Zero conflict with existing staff or processes. Team arrives each
morning to booked tours and qualified prospects. No disruption, pure addition.

ROI Timeline: Immediate. First off-hours tour booked proves value.

Success Metric: Track percentage of total tours booked outside business hours.
Should hit 20%+ within first month.

#3: Social Media Response

Currently your slowest response channel (40+ hours average). Highest-intent
prospects are on social.

Implementation: Connect agent to Instagram, Facebook Messenger, WhatsApp.
Agent responds to all social DMs instantly.

Expected Impact: Response time drops from 40 hours to seconds. Social
lead-to-tour conversion typically doubles or triples.

Why It Works: Most operators barely respond to social inquiries. Even mediocre
agent performance dramatically improves on current state. Plus social prospects are
high-intent, they're actively researching.

ROI Timeline: 30-45 days to clear patterns.

Success Metric: Social inquiry volume should increase (people notice you actually
respond), and conversion rate should improve significantly.
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Tier 2: Expansion Areas

Once Tier 1 is proven (typically month 4+), expand strategically:

* Database Reactivation: Agent works through 6-12 months of dormant leads
with personalised outreach

* Tour Confirmation & Rebooking: Day-of confirmation, instant rebooking for
conflicts, no-show recovery

¢ Inbound Voice: Agent answers calls during high-volume periods or provides
24/7 coverage

= SMS Engagement: Two-way SMS conversations for prospects who prefer text

« PT & Class Booking: Secondary revenue capture through intelligent upselling

Each adds value but requires Tier 1 success first. Trying to deploy all simultaneously
dilutes focus and makes attribution difficult.

Tier 3: The Integrated Future

After 12-18 months of operation, consider multi-agent orchestration:
* Sales agent + service agent + retention agent working together

* Automated hand-offs across member lifecycle
* Predictive engagement based on behaviour patterns

This is aspirational for most operators. Nail Tier 1, prove Tier 2, then evaluate Tier 3.

Critical Success Factors

Regardless of where you start:

Integration First: Ensure agent can book tours and update CRM before launch.
Without this, you have an expensive chatbot.

Single Channel Mastery: Better to dominate one channel than mediocrely cover
three. Start with web chat, perfect it, then expand.

Measurement Discipline: Define success metrics before deployment. Track weekly.
If results aren't materialising by week 4, diagnose immediately.

Staff Buy-In: Involve team in planning. Frame agent as handling volume so they can
focus on relationships. Resistance kills implementations.

The operators seeing best results started with out-of-hours response (safest, zero
disruption) or web inquiry response (highest volume, clearest metrics). Both prove
value quickly and build momentum for expansion.
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CHAPTER G:
Leading Your
Organisation

Through Agentic

Transformation
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Technology deployment is straightforward. Organisational change is not. Agents fail
more often from people and process issues than from technical problems. Here's how

to lead the transformation effectively.
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Reframing the Operating Model

Traditional thinking: "Sarah handles web inquiries 9-5 on weekdays." Measured by
inquiries answered, hours worked.

Agentic thinking: "We need 100% lead response within 5 minutes, 24/7." Measured by
response time, conversion rate, revenue impact. Execution method (human, agent, or
combination) becomes secondary to outcome achievement.

This shift from task-based to goal-based operations is fundamental. Stop asking "who
does this work" and start asking "what outcomes do we need." Design processes
around goals, not job descriptions.

Example: You don't need a "24/7 receptionist." You need "24/7 inquiry response
capability." An agent provides that capability at a fraction of the cost while freeing your
team for higher-value work.

Workforce Implications: The Honest Conversation

Will agents change roles? Yes. Will some positions be eliminated? Possibly. Should
you lie about this? No.

The Reality: Volume-based roles (inquiry response, routine follow-up) will be
significantly augmented or reduced. Relationship-based roles (tour closing, personal
training, member experience) will be enhanced because staff have more time for high-
value interactions.

Specific Scenarios:

Centralised call centre (20 staff handling 10,000 inquiries monthly): Agents handle first
response, 5-8 staff manage tour-ready prospects and complex inquiries. Capacity
doubles, headcount potentially reduces. Displaced staff often redeploy to member
success, sales expansion, or corporate accounts.
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Site-level teams (3 people per location): Same staff, agent handles volume, team
focuses on tours and relationships. Headcount stable, capacity increases dramatically.

The Hard Truth: Agent adoption exposes inefficiencies. You'll discover where you're
understaffed (not enough tour closers) and overstaffed (too many people answering
phones). This is uncomfortable but valuable insight.

Be direct with your team. Agents will change how work gets done. Some roles will
evolve. But the operators seeing best results deploy agents alongside staff, not instead
of them. The goal is capability enhancement, not headcount reduction.

Governance Essentials

You need three governance layers, not comprehensive frameworks:

1. Data and Privacy
+ Ensure GDPR/privacy law compliance in your markets
+ Define data retention policies (how long to keep conversations)
« Establish who can review agent interactions

2. Brand and Quality
+ Document tone of voice guidelines
« Define escalation rules (when agent involves humans)
« Set service boundaries (what agent can/cannot promise)
« Monthly conversation quality reviews

3. Performance Management
+» Define success metrics upfront
« Monthly performance scorecards
« Continuous refinement based on data
+ Regular integration testing

Start minimal. Elaborate governance can wait until agents prove value. Trying to build
comprehensive frameworks before deployment causes paralysis.
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Change Management: Getting Staff Buy-In
Staff Preparation:

+ Involve team in planning from day one

« Frame as "better tools" not "replacement”

« Provide specific training: reviewing conversations, handling escalations, coaching
the agent

+ Celebrate wins publicly and often

Customer Communication:

» Be transparent: "Chat with our Al assistant 24/7"
+ Always offer human option: "Press 0 to speak with someone"
« Gather feedback and adjust approach

Leadership Requirements:

» Executive sponsor with actual authority
+ Clear decision-making process

« Weekly check-ins for first 12 weeks

» Willingness to iterate based on results

The Critical Success Factor:

Your team needs to believe agents help them succeed, not threaten their jobs. If staff
feel threatened, they'll undermine the deployment consciously or unconsciously. Frame
agents as handling the work that prevents your team from doing what they're actually
good at: building relationships and closing sales.

Operators who nail the people side see adoption within weeks. Those who ignore it
struggle for months regardless of technical performance.
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CHAPTER 7:
The Economics
of Agent
Deployment

oli ROI Calculator
eccee

Your Current Average LTV acquired in 12 months

$1,662,120

LTV Projections with Al Agent Assisted Uplift

+$831,060

Chapter 2 demonstrated the business case with detailed calculations. This chapter
provides the framework for building your own financial justification.
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The Three Value Streams

Agents create value through three mechanisms:

1. Performance Capture: Converting leads that currently go unresponded or receive
delayed response. This is the primary value driver, typically representing 80-80% of

total ROI.

2. Operational Efficiency: Handling more volume without proportional staffing
increases. Secondary value, but significant when scaling.

3. Quality Consistency: Eliminating variability in lead handling. Harder to quantify but
materially impacts conversion rates.

Most operators focus exclusively on performance capture for ROI justification.
Operational efficiency becomes bonus value, not the business case foundation.

Your ROI Calculation Framework
Use your actual metrics:
Step 1: Establish Baseline

« Current monthly lead volume:

« Currentresponserate: %

« Current lead-to-tour conversion: ___ %
- Current tour attendance rate: _____ %

« Current tour-to-sale conversion: _____ %

- Average member LTV: §

Step 2: Calculate Current Performance Leads x response rate x lead-to-tour % x
attendance % x tour-to-sale % x LTV = monthly revenue captured

Step 3: Model Agent-Enabled Performance

Conservative scenario (based on lower-end deployment results):

Response rate: 100% (up from your current %)

« Lead-to-tour: +67% improvement (e.g., 15% becomes 25%)

» Attendance: +5-10% improvement (confirmation and rebooking)
« Tour-to-sale: maintain baseline
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Realistic scenario (based on median deployment resulis):

Response rate: 100%

Lead-to-tour: +150% improvement (e.g., 15% becomes 38%)
Attendance: +10-15% improvement

Tour-to-sale: +10-20% improvement (better-qualified prospects)

Calculate both scenarios using the same formula from Step 2.

Step 4: Determine ROI

Annual revenue improvement minus annual agent cost = net value

Typical agent platform costs: $2,000-5,000 monthly depending on volume and feature
set. Annual cost: $24,000-60,000.

Most operators in the conservative scenario see 10-25x ROI. Realistic scenario: 20-50x
ROI.

Payback Period: Typically 1-3 months. You're cash-flow positive almost immediately.

Beyond the Immediate Numbers

The direct revenue calculation is compelling, but agents deliver additional value that
strengthens the business case:

Data Quality: Every interaction logged correctly in CRM. No more "forgot to update the
system." This improves forecast accuracy and enables better decision-making.

Staff Satisfaction: Sales teams report higher job satisfaction when freed from
repetitive inquiries. They focus on relationships and closing rather than answering
“What are your hours?" for the hundredth time.

Scalability Confidence: You can pursue aggressive marketing knowing lead response
capability scales without hiring. This changes your growth strategy fundamentally.

Competitive Positioning: Instant response becomes a differentiator. Prospects notice
when you're the only operator who responds immediately. This affects brand

perception beyond just conversion rates.

42



Member Experience: The engagement quality that converts prospects carries through
to member service. Agents handling member inquiries deliver the same instant, helpful
experience.

Market Intelligence: Aggregate conversation data reveals common objections,
competitive mentions, pricing sensitivity, and feature requests. This intelligence informs
product, marketing, and operations strategy.

These indirect benefits typically add 20-30% to the total value calculation, though
they're harder to measure precisely.

The Strategic Value Argument

Some CFOs focus narrowly on cost reduction: "How many FTEs can we eliminate?"
This misses the point.

The strategic value isn't replacing five salespeople. It's capturing the 1,000+ annual
memberships you're currently losing to response gaps. It's doubling your lead volume
capacity without doubling staff costs. It's entering new markets or launching aggressive
campaigns with confidence that operational capability matches marketing ambition.

Frame the ROI conversation around growth enablement, not cost cutting. "Agents allow
us to scale from $3M to $5M ARR with minimal staffing increase" resonates more

strategically than "Agents save $200K in labour costs."

Both are true, but growth framing aligns better with executive priorities and avoids the
workforce resistance that comes from positioning agents as job eliminators.

Investment Decision Framework

Three questions determine whether agent deployment makes financial sense:

1. Are you losing leads to slow or non-existent response? If yes, the ROI is obvious. If
no, you're either lying to yourself or operating in a market with zero competition.

2. Do you have growth ambitions that strain current capacity? If yes, agents provide
scaling capability without linear cost increases. If no, you're accepting stagnation.



3. Can you afford 1-3 months of agent platform costs? If yes, proceed. If no, you have
larger business issues than technology adoption.

For most operators, all three answers point toward deployment. The financial case isn't
marginal, it's compelling. The question isn't whether agents deliver ROI, but whether
you'll capture that ROl before your competitors do.



CHAPTER 8:
Building Your

Roadmap and
The Path Forward

Pre-Deployment | entation

@ Confirm CRM/calendar AP1 capability @ Weeks 3-4: Launch web chat (50-70% handling)
@ Run 2-week baseline audit . @ Weeks 5-8: Optimize to 80-90%, add channel
@ Secure leadership alignment © Weeks 9-12: Scale or pivot based on results

@ Define success metrics © Results visible by week 4 or diagnose

@ Evaluate 3-5 vendors
@ cCheck integration specifics

@ verity fitness industry results

ear Horizon

@ Year 1: Single agent (sales/engagement)
@ Year 2: Multi-agent orchestration (2-3 types)
© Year 3: Predictive & proactive outreach

(O] Early adopters win compeltitive advantage

You understand what agents are, you've seen the evidence, you know where to start.
Now here's your implementation playbook and what comes next.
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Pre-Deployment: Foundation Work (Weeks 1-2)
Assess Technical Readiness

« Confirm CRM/management system has API or integration capability
« Document calendar system access requirements

« Inventory communication channels (web, social, SMS, email, phone)
- ldentify any integration gaps that need addressing

Establish Baseline Metrics
« Conduct 2-week audit: track every inquiry by channel, measure response time,
calculate current lead-to-tour conversion
« This becomes your "before" data for ROI proof
Secure Internal Alignment
« Present findings to leadership and sales team
« Share this guide or similar educational content
« Address concerns directly, especially workforce implications
« Gain explicit support from executive sponsor
Define Success Criteria
« Primary mefrics: response time, lead-to-tour conversion, agent handling rate
« Secondary metrics: tour attendance, staff time saved, customer satisfaction
« Set weekly review cadence for first 12 weeks

Vendor Evaluation: Critical Questions

The agent market for fitness is emerging. You'll find 2-3 serious providers with proven
fitness deployments. Interview them with these questions:
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Technical Capability

« "Show me exactly how your agent integrates with [your club management system
and CRM names]."

« "Our core tech stack is [system name]. Walk me through the integration
architecture."

« "What happens when a conversation requires human intervention?"

« "How do you handle our specific business rules?" (e.g., different pricing by location)

« "Walk me through booking a tour: inquiry — calendar check — confirmation —
CRM update.”

The club management system integration is critical. This is where your bookings,
member data, and scheduling live. If agents can't read from and write to this system
seamlessly, they can't deliver the performance improvements demonstrated in this
guide.

Industry Expertise

« "How many fitness operators use your platiorm currently?"

- "Can you share specific results with verification?" (Demand actual metrics)
« "What's your typical lead-to-tour conversion improvement range?"

« "Which deployments failed and why?"

Support and Evolution

« "What's the implementation timeline from contract to live?"

« "What's included in ongoing support vs additional cost?"

« "How do you improve agent performance after deployment?"
« "What if results don't meet our expectations in first 90 days?"

Red Flags to Avoid

« Can't explain integration process specifically for your systems

+ No proven fitness industry experience with verifiable results

« Guarantees that sound unrealistic ("400% conversion increase guaranteed")
« Vague about data ownership and privacy compliance

« No clear escalation or human handoff strategy

« Requires proprietary systems that create vendor lock-in
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Implementation Timeline (Weeks 3-12)
Weeks 3-4: Deploy and Learn

» Launch on single channel (web chat recommended)
« Agent handles 50-70% of inquiries, escalates rest

« Daily monitoring, rapid iteration

« Staff provides feedback on conversation quality

Weeks 5-8: Optimise and Expand

« Increase agent handling to 80-90%

+ Add second channel if first proves successful

« Weekly performance reviews with specific metrics
- Refine escalation rules based on experience

Weeks 9-12: Scale or Pivot

« |f metrics meet targets: expand channels and coverage

« If results underwhelm: diagnose issues (integration? training? wrong use case?)
and fix

« |f results exceed expectations: accelerate expansion plans

Critical: Results should be visible by week 4. If not, something's wrong. Don't wait
months hoping it improves.

The Three-Year Horizon: What's Coming

Year 1 (Current): Single agent types (typically sales/engagement). Operators deploy,
prove value, expand channels.

Year 2 (2026-2027): Multi-agent orchestration becomes standard. Sales agent +
service agent + retention agent working together. Handoffs automated across member
lifecycle. Most operators will have 2-3 agent types deployed.

Year 3 (2028+): Predictive and proactive engagement. Agents don't just respond, they
initiate based on behavioural signals. Member hasn' visited in 7 days? Agent reaches
out, Contract expiring in 60 days? Retention conversation begins automatically.
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What Remains Human: High-stakes negotiation, empathy in difficult situations,
creative problem-solving, strategic decisions, community building. The valuable work
that requires human judgement and relationship skills.

The Competitive Reality: Early adopters (2025-2026) establish instant response as
market standard. Late adopters (2027+) play catch-up, competing against operators
with 2-3 years of agent optimisation and data. The window for competitive advantage is
now.

Your Next Actions

1.Complete pre-deployment checklist (assess readiness, establish metrics)
2.Calculate your specific ROl using Chapter 7 framework

3.Engage 3-5 vendors with evaluation questions above

4.Select vendor and define 90-day success criteria

5.Deploy, measure, iterate, scale

The agentic advantage is available now. Move deliberately but decisively. Your
competitors are evaluating the same opportunity. The question is who acts first.
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CONCLUSION:
The Agentic
Advantage

If you've read this far, you understand what many in the fitness industry don't yet grasp:
agents aren't a futuristic concept or experimental technology. They're a fundamental
shift in how operations function, and they're already deployed and delivering results at
scale.

The evidence is clear. Operators across 16 countries representing 2,000+ locations are
seeing 50-300% improvements in lead conversion. Four weeks after deployment. Not
months, not quarters. Immediately.

The business case is straightforward. Most operators are losing seven figures annually
to response gaps. Agents capture that revenue without increasing headcount. The ROI
isn't marginal, it's transformational.

The implementation is proven. Start with web inquiry response or out-of-hours capture.
Prove value in 4 weeks. Scale from there. The operators who struggle are those who
skip the foundation work or ignore the people side. Those who follow the framework
succeed consistently.

The competitive reality is urgent. The operators deploying agents in 2025-2026 will set
the new standard for response time, conversion rates, and operational efficiency.
Everyone else will be measured against that standard, playing catch-up against
competitors with years of optimisation advantage.

The question isn't whether agents deliver value. The evidence answers that definitively.
The question is whether you'll be an early adopter who gains competitive advantage or
a late adopter explaining to your board why your conversion rates lag the market.
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Agents don't diminish your team, they amplify them. They don't replace human
judgement, they free it for higher-value work. They don't complicate your operation,
they scale your capacity without scaling your costs.

The agentic advantage is available now. Start with Chapter 8's pre-deployment
checklist. Calculate your ROl using Chapter 7's framework. Engage vendors with
Chapter 8's evaluation guestions.

Move deliberately but decisively. The only question is when you'll act.
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APPENDIX A: Glossary of Key Terms

Al Agent An autonomous

Al system that understands goals, makes decisions, and takes actions to achieve
objectives without constant human direction. Unlike tools that require operation, agents
operate independently towards defined outcomes. Fitness example: A sales agent
receives an inquiry, assesses needs, checks availability, proposes times, books the
tour, and sends confirmation - all without human intervention.

Agentic System

An operational framework where multiple Al agents work together, coordinating actions
and sharing information to accomplish complex objectives across workflows. Fitness
example: Sales agent books tour — service agent sends pre-tour info — retention
agent monitors post-join engagement.

API (Application Programming Interface)

A technical connection point that allows different software systems to communicate and
share data. APls enable agents to read from and write to your existing systems
automatically. Fitness example: API allows agent to check your club management
system's calendar, see available tour slots, and book an appointment without manual
data entry.

Chatbot

A software programme that responds to user inputs based on pre-programmed rules
and decision trees. Unlike agents, chatbots cannot reason, adapt, or handle
unexpected questions effectively. Fitness example: Chatbot can answer "What are your
hours?" if programmed for that question, but breaks when someone asks “Can | come
by this weekend to check out the weights?"

CRM (Customer Relationship Management)

Software system that stores and manages customer and prospect information, tracking
interactions, contact details, and sales progress through the pipeline. Fithess example:
Your CRM records when Sarah inquired on 15 January, what she asked about, when
her tour is scheduled, and what follow-up is planned.
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Deployment

The process of implementing and activating a new system or technology in a live
operational environment. In fithess operations, deployment includes technical
integration, staff training, and go-live. Fithess example: Agent deployment involves
connecting to your club management system, training the agent on your services and
pricing, and switching it on to handle live inquiries.

Escalation

The process of transferring a conversation from an agent to a human staff member
when the inquiry requires human judgement, negotiation, or expertise beyond the
agent's capabilities. Fithess example: Agent handles pricing questions automatically
but escalates corporate wellness contract inquiries to your B2B sales director.

GDPR (General Data Protection Regulation)

European Union privacy law govemning how organisations collect, store, and use
personal data. Applies to any organisation handling EU residents' data, regardless of
where the organisation is based. Fitness example: Your agent must obtain consent
before storing a prospect's phone number and allow them to request deletion of their
conversation history.

Integration

The technical process of connecting different software systems so they can share data
and trigger actions across platforms automatically without manual intervention. Fitness
example: Integration allows your agent to read prospect details from web forms, check
calendar availability in your club management system, and create booking records - all
happening automatically.

Large Language Model (LLM)

The Al technology (like GPT-4, Claude) that powers agents' conversational ability. The
“brain" that enables understanding and generating human-like language. Fitness
example: What allows an agent to understand "l need to check with my partner first"
means “follow up in 2-3 days" rather than "close conversation."
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Lead-to-Tour Conversion

The percentage of prospects who inquire about membership and subsequently book a
facility tour or ftrial visit. A critical metric for measuring sales funnel effectiveness.
Fitness example: If 100 people inquire and 15 book tours, your lead-to-tour conversion
is 15%. Industry average is 10-20%; agents typically improve this to 25-45%.

LTV (Lifetime Value)

The total revenue a business expects to generate from a customer throughout their
entire relationship. In fithess, this includes membership fees, personal training, retail,
and other services. Fitness example: Member paying $65/month who stays 14 months
and purchases $200 in personal training has an LTV of approximately $1,110.

Model Context Protocol (MCP)

Emerging standard for how Al agents access and interact with external data sources
and tools, enabling integration even with systems that have limited APl capability.
Fitness example: Allows agents to work with your club management system even if it
doesn't have robust API infrastructure, removing traditional integration barriers.

Multimodal

Ability to interact through multiple communication types - text, voice, image - within the
same conversation while maintaining context. Fitness example: Agent responds to text
message, then handles phone call from same prospect, maintaining conversation
context across both mediums.

Natural Language Processing (NLP)

Technology allowing computers to understand human language in context, including
slang, guestions, and conversational patterns, rather than just matching keywords.
Fitness example: Understanding that "Do you have weights?" "Can | lift there?" and "Is
there strength training?" are all asking the same question about equipment.

No-Show

A prospect or member who books an appointment (tour, class, training session) but
fails to attend without cancelling or rescheduling. Fitness example: Sarah books a 6 PM
tour on Tuesday but doesn't show up. Industry average no-show rate for tours is 20-
25%.
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Omni-Channel

The ability to engage customers seamlessly across multiple communication channels
(web, social media, SMS, email, voice) while maintaining conversation context and
history across all channels. Fitness example: Prospect starts conversation on
Instagram at 11 PM, continues via WhatsApp next moming, confirms via SMS - agent
recognises it's the same person and maintains context throughout.

Orchestration Layer

The system coordinating multiple tools and agents to work together seamlessly, even
when built by different providers, ensuring data flows correctly and actions are
coordinated. Fitness example: Layer connecting sales agent, club management
system, calendar, email platform, and SMS service to function as one coordinated
system.

Retrieval-Augmented Generation (RAG)

Technique where agents search your knowledge base (documents, policies, past
conversations) in real-time to generate accurate, current responses rather than relying
on potentially outdated training information. Fitness example: When asked about new
class offerings, agent retrieves latest schedule document rather than using static
training information that may be months old.

ROI (Return on Investment)

Financial metric measuring the profitability of an investment by comparing gains to
costs. Calculated as (Revenue Gained - Cost) / Cost, typically expressed as a
percentage or multiple. Fitness example: Agent costs $36,000 annually and generates
$400,000 in additional membership revenue = 1,011% ROl or 11x return.

Tour-to-Sale Conversion

The percentage of prospects who attend a facility tour and subsequently purchase a
membership. A critical final-stage metric in the sales funnel. Fitness example: If 100
people tour your facility and 40 join, your tour-to-sale conversion is 40%. Industry
standard is 35-45%.
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Web Chat Widget

A small interactive window that appears on your website, allowing visitors to initiate
real-time text conversations with your sales team or Al agent without leaving the page.
Fitness example: The chat bubble in the bottom right of your website that says
"Questions? Chat with us now" - when connected to an agent, this provides instant
response 24/7.

WhatsApp

Global messaging platform owned by Meta (Facebook) with over 2 billion users,
commonly used for business communication in many international markets including
Middle East, Europe, and Asia-Pacific. Fitness example: In markets like Saudi Arabia

and Singapore, prospects often prefer initiating membership inquiries via WhatsApp
rather than phone calls or email.

APPENDIX B: Executive Action Checklist

Five Things Every Fitness Executive Should Do in the Next 90 Days
o 1. Quantify Your Response Gap
Action: Conduct 2-week audit of inquiry handling

« Track every inquiry source (web, social, email, phone, SMS)

« Measure response time for each channel

» Calculate percentage that go unanswered

« Measure lead-to-tour conversion by response time

Output: Baseline data showing current performance and gap size

0 2. Calculate Your Lost Revenue
Action: Use Chapter 7 ROl framework
« Apply your actual response rate and conversion metrics
» Calculate current revenue vs potential with 100% instant response

« Annualise the difference

Output: "We're losing $X annually due to response gaps"
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-t1 3, Assess Technical Readiness
Action: Meet with IT/systems team
+ Confirm club management system integration capability
« Document calendar system access
« Inventory all communication channels
« ldentify integration gaps requiring attention
Qutput: "Ready to deploy” or "Need to address X first"
1 4, Build Internal Alignment
Action: Present findings to leadership and sales team
« Share response gap audit results
» Present lost revenue calculation
» Address workforce concerns directly
« Secure executive sponsorship
Output: Stakeholder buy-in to proceed
o1 5. Engage Vendors
Action: Contact 2-3 agent providers
+ Use Chapter 8 evaluation framework
« Request verifiable fithess operator references
« Demand specific integration approach for your systems
» Define 80-day success criteria
Output: Vendor selection and deployment timeline
Timeline:
ltems 1-3 complete in 2-3 weeks.

Items 4-5 require 4-6 weeks.
Total: 90 days from audit to deployment.

57



kGGPrne

ANTARES i

© 2025 Keepme Ltd. All fights reserved. www.Keepme.ai



