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Deal Overview

Acquirer: Strava (San Francisco, US)

Target: The Run Buddy LTD (London, UK)

Transaction Value: Undisclosed (estimated $40-150 million)

Announcement Date: 17 April 2025

Deal Closed: 22 May 2025
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Funding: Concurrent funding led by Sequoia Capital; consideration structure
undisclosed

Acquirer Advisors: Freshfields (Legal)

Target Advisors: GP Bullhound (Financial), Allen Overy Shearman Sterling LLP
(Legal)

Executive Summary
Strava's acquisition of Runna represented a clear, strategic shift from activity
tracking towards full-service athletic development. For a platform where 98% of
users remained on the free model, this deal was fundamentally about monetisation,
streamlining their revenues, by acquiring a proven subscription product that
commands $120/year versus Strava's $80/year premium offering.

The deal addressed a critical product gap that Strava had not solved internally. CEO
Michael Martin acknowledged that Strava's previous attempts at training plans were
“used very, very infrequently.” Runna's 150-person team, including specialists in AI
and coaching, provided an immediate solution. For Runna, access to Strava's 150
million registered users solved the distribution challenge, that constrains most
fitness and technology startups. As AI software becomes commoditised, scale
becomes the primary competitive advantage.

The deal closed within five weeks of announcement, unusually fast, suggesting
motivated parties and limited regulatory friction given the modest transaction size.
The concurrent Sequoia-led funding round, which valued Strava at $2.2 billion,
signalled investor confidence in the combined entity's growth trajectory and
provided Strava with additional capital to fund integration and product
development.
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Company Profiles

Strava (Acquirer)

Founded: 2009. Headquarters: San Francisco, US. CEO: Michael Martin. Registered
Users: 150 million+. Premium Subscription Conversion Rate: ~2%. Revenue (FY24):
~$500 million (ARR). Valuation (May 2025): $2.2 billion.

Strava was launched in 2009, by Michael Horvath and Mark Gainey, having set out
to create a digital community, where athletes could chart their progress and
compete with one another. The platform was initially popular with cyclists and
eventually runners, with over one billion activities reported to the site by 2017. The
company reached unicorn status with a $1.5 billion valuation in its 2020 Series F
round led by Sequoia and TCV.

Strava Free (~98% of users) – includes activity tracking, social feed, kudos & clubs
Strava Premium (~$80/yr) (~2% of users) – additionally includes Beacon live
location tracking, Athlete Intelligence AI insights, advanced route building,
heatmaps & detailed analytics

Since its launch, Strava's key issue has been monetisation, not growth. With around
98% of users opting for the free subscription, the platform has struggled to capture
much value from its huge community of over 150 million customers. The free tier,
offering basic activity tracking software, has been commoditised. With competitors
offering similar functionality, Strava's competitive position depends on offering
differentiated value that justifies a premium, standalone subscription. As such,
training programmes represented the obvious gap, with users logging runs on
Strava, but planning them elsewhere. Prior to this acquisition, Strava's balance
sheet remained healthy, with ~$305 million in total funding raised and the May
2025 Sequoia round confirming continued investor support. The company was on
track for ~$500 million ARR, giving it clear capacity to absorb an acquisition in the
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estimated $40-150 million range without significant leverage concerns.

Runna (Target)

Founded: 2020. Headquarters: London, UK. CEO: Dom Maskell. Registered Users:
~90,000. Revenue: Undisclosed (privately held). Implied ARR: ~$5-11 million
(calculated using user base and conversion rate assumptions). Cash Position: $11.2
million (Jan 2024).

Runna was founded in 2021, by Dom Maskell and Ben Parker, having met at
university. Maskell initially paid Parker £80/month for tailored performance plans,
given his capacity as a professional running coach. Impressed by his results,
Maskell set off developing a software version, inviting Parker to join him. By mid-
2021 they secured around £584,000 from angel investors and crowdfunding.
Subsequently, since launching in March 2022, they raised a total of £8 million from
investors, helping thousands of customers complete their first race.

Runna Free – includes first week of any training plan & basic app access Runna
Premium (~$120/yr) – tailored training plans, including live run tracking, pace
guidance, and guidance around nutrition and injury prevention

Runna faced a classic startup scaling challenge. With AI-powered training plans
becoming commonplace across internet platforms, differentiation increasingly
depends on distribution rather than the product itself. With only around 90,000
registered users, Runna remained relatively small against competitors such as
Garmin or Apple, who could differentiate via their hardware systems. Strava's 150
million user base offered a distribution boost which they would find impossible to
replicate independently, given the current competitive landscape.

Strategic Rationale
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Why Strava Did This Deal

This deal appeared defensive as much as offensive. With sub-prime premium
conversion rates, falling well below subscription benchmarks, which typically range
from 5-10%, the current feature set clearly doesn't justify paying. Therefore, it
seems the acquisition rested on three key motivators:

The first of these was product gap closure – Strava's internal training plans had
failed. According to CEO Michael Martin, “For a while, Strava had created static,
document-based plans for runners but the reality is those were used very, very
infrequently.” Runna's provision of personalised training plans is a proven product
with a demonstrated willingness-to-pay. Building this capability internally would
have required years of development and talent acquisition

Secondly was monetisation – with Strava's low premium subscription conversion
rate, this deal offered new streams of improved monetisation. The sheer size of
Strava's customer base meant that the potential upside is asymmetric: converting
at 1% additional premium subscriptions from 150 million users would represent $180
million in incremental ARR.

The third reason was competitive positioning. The partnership created an
unmatched ecosystem for athletes and runners, competing with the likes of Apple
and Garmin. Strava risked becoming no more than a data repository that fed
competitors' coaching programmes. With 45% of users planning to compete in
2025, demand for structured training programmes had never been higher. Runna
restored a reason to stay within the well-loved Strava ecosystem.

Why The Deal Made Sense for Runna

Runna's technology is strong but increasingly replicable. The difficulty was always
going to be distribution, and Strava provided instant access to the world's largest
athletic community. For the founders, Maskell and Parker, this exit crystallised value
before AI commoditisation eroded their product differentiation.
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The deal also provides significant resources, with Strava's VC backing from Sequoia
Capital and subsequent $2.2 billion valuation allowing for product development to
be accelerated, something that would have taken years independently.

Risks and Considerations
A significant concern was integration execution. Strava's previous acquisition of
FATMAP in 2023 took longer than expected to integrate, with the CEO
acknowledging it “took far longer than ideal.” The FATMAP app was ultimately
closed in 2024, generating significant user frustration. Whilst Strava has committed
to maintain Runna as a separate platform and app for the foreseeable future, this
could increase complexity and costs significantly.

The difference in pricing strategies also proved risky, given Strava Premium being
priced at $80/yr and Runna Premium $120/yr. It is unclear how an integrated pricing
model would work, without compromising on revenues or alienating existing
premium customers, through price rises. Runna's product differentiation was
threatened in the near future, given advances in technological commoditisation,
making digital training programmes easily accessible, therefore scale could be
crucial for their long-term success.

Key Person Risk also existed given Runna's reliance on its founders, whose
involvement remains critical post-deal. Strava's previous controversies including the
'Stravaleaks', create potential risk and regulatory concerns for the combined entity.

Our View
This was a smart, well-timed acquisition that positions Strava to finally
solve its long-lasting monetisation problem. Strava's 2% premium
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conversion rate on 150 million users had long been its competitive flaw,
with its massive community generating relatively modest revenue. Runna
changed that. By acquiring a product with proven willingness-to-pay at
$120/year (50% more than Strava Premium), Strava gained both a
monetisation lever and the team to execute on it. The numbers were
compelling: converting even a small fraction of Strava's user base to a
Runna-powered training tier would transform the company's revenue
profile. The strategic timing was equally important. With 45% of Strava
users planning to race in 2025, demand for structured training had never
been higher. Building this training plan capability internally wasn't working,
with Martin candidly admitting Strava's previous attempts were “used very,
very infrequently.” Runna's 150-person team, specialists in AI and coaching,
provided an immediate solution that would have taken years to replicate
organically.

The risks were real but manageable. Although the FATMAP integration took
longer than expected, that experience should inform a smoother procedure
for Runna. The pricing question, how to blend an $80 and $120 product,
was a genuine concern, but it's the kind of problem successful companies
solve through iteration. And while AI-powered training plans are becoming
more common, Runna's competitive advantage lies not just in technology
but in the user experience, brand trust, and now distribution at scale that
competitors cannot easily match.

For Runna, this outcome validated a remarkable four-year journey from a
£584,000 seed round to a Sequoia-backed exit. The founders gained
access to 150 million potential users, a distribution advantage that would
have been impossible to achieve independently as training software and AI-
assisted platforms become commoditised. For Strava, we believe this deal
will be viewed as a turning point. The company has struggled to articulate
why users should pay when free alternatives exist, or when competitors
can offer entire ecosystems, complete with hardware. Runna provides
personalised, adaptive training that has helped countless runners achieve
their goals, a value proposition worth paying for.
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The key success factor will be execution speed. Strava must integrate
Runna's capabilities into the core experience quickly enough to capture the
current running boom, all the while retaining the talent that made Runna
valuable. If they can do both, this acquisition will look like a bargain
regardless of the final price. The critical metric to watch: Strava's premium
conversion rate over the next 12-24 months. Movement from ~2% to ~5%
would validate the acquisition thesis, but stagnation would suggest
integration issues have undermined the strategic rationale.
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