TRUENOR - BUSINESS OPPORTUNITY INTELLIGENCE REPORT

Premium Gaming & Esports

STRONG

LOU nge OPPORTUNITY

Direct Match - Physical Venue - Entertainment - €25,000 - €50,000 - Moderate

EXPECTED YEAR-1 REVENUE OPERATING BREAK-EVEN STARTUP PAYBACK CONTRIBUTION / SEAT-HOUR

€205,998 Month 1 Month 7 €5

The venue hits operating break-even at just 8.8 % occupancy (month 1 target is 15 %), recoups startup capital
by month 7, and delivers year-1 revenue 5.5% the initial outlay at expected occupancy — capital efficiency that
few physical businesses achieve. Founder skills in operations and community building directly address the two
execution risks (keeping stations full, keeping regulars engaged), and the premium positioning avoids a
race-to-the-bottom with legacy cafés. The hard constraint is local gamer density and LAN preference, which the
validation roadmap can test for under €1,000 before signing a lease.

MODEL

Business Model Detected

Primary type Physical Venue

Subtype Esports Venue

Revenue model Capacity utilisation — hourly access + memberships
Core driver Seat / station occupancy

Capacity constraint Number of stations x opening hours

Detection confidence High

Detected a physical-venue business (‘esports'). Revenue is capacity x occupancy (stations/seats x opening
hours) — NOT consulting projects.

AT A GLANCE

Key numbers

Revenue model Physical venue (utilisation)

Expected year-1 revenue €205,998

Break-even 792 seat-hours/month - Month 1

Startup payback Month 7

Contribution / seat-hour €5

Pricing €6 / occupied seat-hour (blended)

Capacity 25 seats x 12h x 30d = 9,000 seat-hours/mo

Contribution / seat-hour €5
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Opportunity Snapshot

What it is: A premium esports lounge with 25 tournament-grade gaming stations rented by the hour, plus
membership tiers and weekly LAN tournaments, serving a mid-sized city with no existing premium in-person
gaming venue.

Who pays: Gamers aged 16—-30 (students, working adults, competitive hobbyists) pay €6/hour blended across
casual walk-ins (higher hourly rate), day passes and monthly memberships (lower effective hourly rate); revenue
flows when stations are occupied, with 9,000 seat-hours of monthly capacity across 12-hour days.

Why now: Esports crossed into the mainstream — viewership rivals traditional sports — yet most mid-sized
cities still lack a premium physical venue where local players can scrim together on tournament-spec hardware,
according to industry commentary on the gap between online play and in-person community infrastructure
(Gaming Cafes: The Ultimate Guide to LAN Centers, Esports Lounges & Community Hubs in 2026 -
Classicgamingden).

Why it could work: The economics hit operating break-even at just 15 % occupancy (month 1) and recoup the
€37,500 startup outlay by month 7; at 45 % mature occupancy the venue generates €205,998 year-1 revenue —
over 5x the startup cost. Founder skills in operations and community building map directly to the two failure
modes: keeping stations full and keeping regulars engaged.
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Customer Analysis

Customer: Three overlapping cohorts — competitive hobbyists (16—24, practice for amateur tournaments),
social gamers (18-28, Friday-night LAN parties with friends) and transient students (dorm dwellers whose own
rigs can't run AAA titles at 240 Hz).

Pain: Home rigs can't match tournament-grade hardware (240 Hz panels, RTX GPUs, zero-latency LAN), and
Discord calls lack the visceral energy of shoulder-to-shoulder play; existing internet cafés feel dated or cater to
casual mobile gamers rather than competitive PC players.

Behaviour: Hobbyists visit 2—4 times/week for 2—3 hour sessions, often in the same squad; social groups book
4—6 stations for weekend all-nighters; students drop in for 1-2 hour bursts between classes when a new release
drops or exam stress peaks.

Where to find them: University Discord servers, local subreddit gaming threads, Twitch streamer meetups,
high-school esports club group chats, and Facebook events for LAN tournaments; physically near campus food
courts, late-night study hubs and transit stops.
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Market Signals

Demand: Independent gaming cafés report building “loyal member and premium LAN-tournament booking
books" by differentiating on hardware quality and community programming rather than competing on price with
chains (How Independent Esports Lounges and Gaming Cafés Build Loyal Member and Premium
LAN-Tournament Booking Books Without Round1l USA and GameWorks Chain Competition in 2026 — Monolit
Blog), signalling that premium positioning works when execution is tight.

Growth: Gaming cafés are described as "having a serious moment" and "not just surviving, but thriving" despite
ubiquitous home setups, because physical venues offer social density and hardware access that Discord cannot
replicate (Gaming Cafes: The Ultimate Guide to LAN Centers, Esports Lounges & Community Hubs in 2026 -
Classicgamingden).

Trend: Venue operators focus on ROI by clustering near schools, gyms and community hubs — locations with

high foot traffic and captive audiences (The Venue Dilemma: Maximizing ROI for Gaming Cafes Near Schools,
Gyms, and Community Hubs | Cafe Synk Blog) — which aligns with a student-heavy customer base.

Assumptions: Mid-sized city supply gap is assumed, not verified; actual local gamer density, average session length and willingness
to pay €6/hour rest on the founder's feel for the community rather than hard pre-launch data.
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Competition Snapshot

Legacy Internet Café

Arcade / Entertainment Chain

Home Setup + Discord

Entrenched foot traffic and
rock-bottom hourly rates (often
€2-4/hour) that attract price-sensitive
casual users and older equipment
amortised years ago.

Brand recognition, deep capital for
prime real-estate and diversified
revenue (arcade cabinets, VR bays,
bar/food service) that smooths
occupancy volatility and attracts
families and casual groups.

Zero marginal cost, instant availability
and the comfort of a personal rig;
Discord provides voice, screen-share
and persistent squads without leaving
the house.

Outdated hardware (1080p 60 Hz
panels, mid-tier GPUs from 2018),m
community programming, and a
reputation as a place for browser
games rather than competitive esports
— cannot credibly host tournaments or
attract serious players.

Gaming stations are an ancillary
offering rather than the core product,
so hardware refresh cycles lag and
staff lack fluency in competitive titles;
chains optimise for throughput over
community, alienating the hardcore
cohort.

Cannot deliver LAN-latency gameplay,
tournament-grade peripherals or the
social energy of a room full of players
reacting in real time — experiences
that matter intensely to competitive
and social cohorts but are impossible
to replicate remotely.

The gap to own: Premium, community-first LAN venue that treats esports as the headline act rather than a side
attraction — high-refresh hardware maintained on a strict cycle, weekly tournaments with leaderboards, and a
founder who knows the local scene by name rather than by revenue per square metre.



WHAT OTHERS CHARGE

Competitor Pricing

Real prices pulled from live web research at generation time — your reference for where to position. Your modelled price: €6 /
occupied seat-hour (blended).

Edge Gamers Lounge & Esports $7/hour PC rental on premium rigs; hours never expire, weekday
Center day-pass $15, Saturday $25. — Pricing | Edge Gamers
Lounge & Esports Center (edgegamerslounge.com)
404 Gaming Lounge $8/hour regular, NVIDIA RTX 5070, Intel i9/i7, 32GB RAM,; tiered volume
$6/hour student (1 discounts and student pricing. — Pricing - 404 Gaming
hour); $5/hour at Lounge (404gaminglounge.com)

10-hour bundle

Generic Gaming Lounge Range $4-$12/hour weekday Broad market range; pricing varies by gear quality, location
vs. peak; $20-$35day  and event timing. — Gaming Lounge Prices 2025: Hourly,
pass Day Pass & Parties (freegaminglounge.com)
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Startup Cost Breakdown

€37,500 frontloads the capital intensity of a physical venue: lease deposit and fit-out (€9,375) lock in location
before opening, 25 gaming stations (€13,125) represent the core asset that generates every euro of revenue,
and furniture/interior (€4,500) plus launch marketing (€4,500) create the premium aesthetic and initial traffic
needed to hit 15 % occupancy in month one rather than month six — classic venue spend, not SaaS lean.

Lease deposit & fit-out €9,375
Equipment & stations €13,125
Furniture & interior €4,500
Licenses & permits €3,000
Launch marketing €4,500
Working-capital buffer €3,000
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Revenue Model

How money is made: Revenue flows when stations are occupied: 25 seats x 12 hours/day x 30 days = 9,000
seat-hours of monthly capacity; at €6 blended rate per occupied seat-hour, each percentage point of occupancy
yields €540/month. Occupancy starts at 15 % (1,350 seat-hours, €8,100/month) and ramps 14 percentage
points/month toward a 45 % ceiling (4,050 seat-hours, €24,300/month by month 3).

Pricing: €6/hour blended across three tiers: walk-ins pay €10/hour (high friction, low frequency), day-pass users
pay ~€5.50/hour effective (€25 for 4-5 hours), and monthly members pay ~€4/hour effective (€60 for ~15 hours)
— blended rate reflects the mix, with memberships driving occupancy predictability and walk-ins capturing surge
demand during tournaments.

Unit economics: €6 revenue per occupied seat-hour minus €1.20 variable cost (20 % of revenue, covering
utilities and consumables) yields €4.80 contribution per seat-hour; fixed costs (€2,280 operations + €1,520
marketing = €3,800/month) require 792 seat-hours to break even — achieved at just 8.8 % occupancy, well
below the 15 % launch target.



How these numbers were set
Every assumption is derived deterministically from the revenue model, the difficulty and the audience — not guessed. Edit any of
them in the live Excel and the whole plan recalculates.

Revenue / occupied seat-hour €6 revenue per occupied seat-hour taken from the stated hourly price (€6
per hour)

Stations / seats (capacity) 25 physical capacity affordable at your budget tier (~25 stations)

Open hours / day 12 typical daily operating hours

Open days / month 30 open most days of the month

Starting occupancy 15% modest opening utilisation — most seats sit idle at first

Mature occupancy ceiling 45% realistic busy-period ceiling — seats are empty off-peak, so a venue

never runs at 100%

Occupancy ramp / month 14% Physical venue (utilisation) baseline 12%; +2pp consumer
word-of-mouth; +0.5% organic variation

Variable cost 20% venue businesses typically run ~20% variable cost of revenue

Fixed costs / month €2,280 fixed overhead scaled to your capital tier (€37,500 startup)

Marketing / month €1,520 40% of the monthly operating budget allocated to customer acquisition
One-time startup costs €37,500 midpoint of your stated budget range (€25,000 - €50,000)
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Scenario Analysis (Year 1)

Worst €109,344 €109,344 year-1 revenue assumes occupancy stalls at 23 % (2,070
seat-hours/month avg) due to weak word-of-mouth or a poorly chosen location
with low gamer density; contribution margin still covers fixed costs but leaves
minimal cash after founder draw, and payback stretches beyond 12 months.

Expected €205,998 €205,998 year-1 revenue assumes occupancy reaches 38 % (3,420
seat-hours/month avg) via steady community growth — weekly tournaments seed
regulars, Discord coordination fills weeknight slots, and weekend day-passes
capture social groups; startup capital repaid by month 7 and the business
supports a full-time founder salary.

Best €245,226 €245,226 year-1 revenue assumes occupancy hits the 45 % ceiling by month 3
and sustains it via aggressive tournament promotion, partnerships with local
high-school esports clubs and a waiting-list for prime Friday/Saturday slots;
contribution margin funds hardware refresh cycles and positions the venue for a
second location.

How the demand range was set: Physical venue (utilisation) base demand band 0.55-1.35; wider upside (consumer virality); organic
variation -0.02/+0.01.
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Your First 10 Customers

Channel: University and high-school esports club Discord servers — the highest-density pools of competitive
gamers in the city, already organised into squads with regular practice schedules.

Outreach: Post a time-limited founder's offer in 5-8 Discord servers: "First 20 squads (4+ players) get a free
2-hour LAN session this month — DM me to book your slot, must confirm 48 hours ahead." Offer expires in 10
days to create urgency; founder personally responds to every DM within 2 hours to signal responsiveness.

First action (today): Today: build a 1-page Google Form (squad name, preferred game, 3 time-slot
preferences, Discord handle) and message the admin of the largest university esports Discord asking
permission to post the founder's offer; send the form link within 24 hours.

1. Day 1-3: Post the offer in 5-8 Discord servers (university, high-school clubs, local LAN subreddit); respond to
every inquiry within 2 hours and confirm 10 squad bookings for week 1-2, staggered across different time slots
to test demand curves.

2. Day 4-10: Run the free sessions, take a group photo of each squad in action, collect Discord handles and ask
each squad captain on-site to invite 2 other squads they know; offer the next session at 50 % off if they book
within 48 hours.

3. Day 11-14: Post the squad photos in the Discord servers (with permission) tagging participants, announce
the first weekly tournament (entry €5/player, winner takes 60 % of pot) scheduled 10 days out, and convert 50 %
of the free-session squads to paying walk-ins or day-passes.
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Validation Plan

Confirm 15 % launch
occupancy is achievable in the
target city within 30 days of
opening.

weekends
(Fri-Sun,
6 hours
each
night)
hosting
pop-up
LAN
events in
borrowed
space (co
mmunity
centre,
university
lounge, co
-working
space afte
r-hours)
with 8-12
rented
gaming
laptops.

€800
(laptop
rentals
€400,
venue
hire
€200, sn
acks/drin
ks €100,
Faceboo
k event
ads
€100).

Attract 60+ unique players
across 4 events (avg 15
players/event) with 40 %
repeat attendance and 20+
players expressing interest in
monthly memberships at
€50-70 range; collect 30+
Discord handles.

Fewer than 30 unique players
show up across all 4 events, or
fewer than 10 % express
membership interest — signals
either gamer density is too low
or the city's gaming culture
skews heavily toward home
play rather than social LAN.



Validate €6 blended hourly rate
and membership tier pricing
before signing a lease.

Test tournament programming
as an occupancy driver and
community anchor before
scaling fixed costs.

Survey 50
attendees
at the
pop-up
events
plus 100
online res
pondents
(Discord,
Reddit,
university
groups)
using a
5-question
form:
current
spend on
gaming
(hardware,
online
services),
frequency
of visiting
internet
cafés, willi
ngness to
pay for
premium
LAN
access (3
price
anchors),
preferred
session
length.

Run 3
ticketed mi
ni-tournam
ents
(League of
Legends,
Valorant,
CS2)
during the
pop-up
events —
€5 entry
per player,
5v5
format, wi
nner-takes
-60 %
prize pot,
broadcast
on Twitch
with
founder
doing live
commenta
ry.

(Google
Forms
free; €50
Amazon
gift-card
raffleto i
ncentivis
e survey
completi
on).

€150 (pri
ze-pot
seed €75
to guara
ntee
minimum
payout,
Twitch o
verlay/br
anding
€50,
snacks
for
players
€25).

60 % of respondents select
€5-8/hour as acceptable for
tournament-grade rigs, 30 %
express interest in a €50—70
monthly membership (15+
hours value), and median
desired session length is 2—-3
hours (aligns with day-pass
pricing at €20-30).

Each tournament fills 10+
teams (50+ players), generates
€250+ in entry fees across 3
events, and produces 10+
Twitch followers or Discord
members who ask when the
next event is — proving
tournaments create recurring
demand beyond casual
walk-ins.

Median acceptable price is
below €4/hour, or fewer than 15
% show interest in
memberships — unit
economics collapse because
contribution margin per
seat-hour cannot cover fixed
costs at that pricing, even at 45
% occupancy.

Fewer than 5 teams register per
tournament, or zero players ask
about the next event —
tournaments are not a
differentiator in this city and
occupancy will have to rely
entirely on casual/social use,
increasing acquisition cost and
churn.



Confirm location foot-traffic
and accessibility for the target
student cohort before
committing lease deposit.

Spend 8
hours
across 2
days
(Friday
evening,
Saturday
afternoon)
observing
foot traffic
within a
400-metre
radius of 3
shortlisted
locations
near
campus or
transit
hubs;
count ped
estrians
aged
16-30,
note
nearby
food/retail
anchors,
and ask

20 passing

students if
they'd visit
a gaming
lounge at
that
address.

€20 (tran
sport,
coffee
while ob
serving).

Preferred location shows 200+
target-demo pedestrians
during the 8-hour window, sits
within 5-minute walk of
campus or a major bus stop,
and 60 % of intercepted
students recognise the
address and say they'd visit;
lease comparable to budgeted
€1,500-2,000/month.

Foot traffic below 100
target-demo in the window, or
70 %+ of students say the
location feels "too far" or unsafe
at night — signals the venue
will need to rely on destination
traffic rather than impulse
walk-ins, increasing marketing
costs and reducing occupancy
predictability.



Founder
personally
runs all 4
pop-up
events
solo:
greets
players, tr
oubleshoo
ts tech
issues,
moderates
tournamen
ts, collects
payment,
photograp
hs squads
and posts
recaps on
Discord/so
cial —
simulates
month-1
operating
reality
when
cashflow
cannot yet
support
part-time
help.

Stress-test founder's
operations and
community-building capacity
under real load before hiring
staff.

€0 (time
only;

cost
already
captured
in pop-up
event
budget).
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Risks

Founder completes all 4
events without major
operational failures (hardware
downtime under 10 %, zero
payment disputes, Discord
recap posted within 24 hours
each time), and subjectively
feels capable of scaling to
12-hour daily shifts for the first
60 days post-launch.

Founder is overwhelmed by
solo operations (cannot
troubleshoot tech issues while
managing check-ins, or fails to
engage players socially), or
more than 20 % of event time is
lost to avoidable chaos —
signals the 25-station venue will
require part-time staff from day
1, adding €800-1,200/month to
fixed costs and delaying
break-even.

Market risk: Target city's gamer density or LAN-preference may be overestimated — if 70 %+ of local

competitive players already own high-end home rigs and strongly prefer Discord-coordinated remote play, even
premium hardware and tournaments won't pull them into a physical venue, capping occupancy at 20-25 % and
making the business subsistence rather than full-time.

Execution risk: Founder's operations skill is untested at the intensity of a 12-hour daily venue: hardware
failures during peak hours, poor queue management on weekends, or slow response to Discord booking
requests will erode the premium positioning and leak customers back to home setups or legacy internet cafés

within 90 days.

Acquisition risk: Discord/Reddit organic seeding works for the first 50-100 customers but may not scale past
early adopters — if referral loops stall and paid ads prove prohibitively expensive (€15+ CAC in a small city with
narrow targeting), growth flatlines at 25—-30 % occupancy and the venue never reaches the 45 % ceiling.

Financial risk: €37,500 is a small absolute sum but the founder likely has zero revenue cushion — if occupancy
undershoots 15 % in months 1-3 (due to slow word-of-mouth or a delayed launch), fixed costs burn
€3,800/month and the working-capital buffer evaporates by month 3, forcing either emergency part-time work or
premature closure before product-market fit is found.
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Verdict

Strong Opportunity — The venue hits operating break-even at just 8.8 % occupancy (month 1 target is 15 %),
recoups startup capital by month 7, and delivers year-1 revenue 5.5x the initial outlay at expected occupancy —
capital efficiency that few physical businesses achieve. Founder skills in operations and community building
directly address the two execution risks (keeping stations full, keeping regulars engaged), and the premium
positioning avoids a race-to-the-bottom with legacy cafés. The hard constraint is local gamer density and LAN
preference, which the validation roadmap can test for under €1,000 before signing a lease.

NOTE

Understanding These Numbers
Every figure in this report is a modelled estimate, not a forecast or a promise. Here is how to read them:

Assumptions. The model is built from explicit assumptions (price, starting demand, growth, churn or repeat rate, costs), each stated
with its basis. Change any of them in the Excel model and every number recalculates.

Scenarios. The Worst / Expected / Best columns bracket a range of demand outcomes. Reality usually lands inside that band —
treat the Expected case as a planning midpoint, not a target.

Uncertainty. Market size, competition and demand signals are directional, not precise. They frame the opportunity and reduce
uncertainty; they do not predict the future.

Sensitivity to execution. The biggest driver of the outcome is execution — pricing, customer acquisition cost and retention. Small
changes there move results far more than the model's defaults.

RESEARCH

Sources Used

Live web findings retrieved at generation time to ground the competition, market and pricing analysis.

 Midlane Chicago | Premier Esports Bar & Video Gaming Lounge — midlanechicago.com/

» Gamers Guild Hyderabad — Premium Gaming Cafe (Banjara Hills, Madhapur, Begumpet) — https://gamersguild.in/

* Nerd Street — https://nerdstreet.com/

» Gaming Lounge Prices 2025: Hourly, Day Pass & Parties — https://freegaminglounge.com/gaming-lounge-prices-2025/

* Pricing | Edge Gamers Lounge & Esports Center — https://www.edgegamerslounge.com/pricing/

¢ Pricing - 404 Gaming Lounge — https://404gaminglounge.com/pricing/

» The Venue Dilemma: Maximizing ROI for Gaming Cafes Near Schools, Gyms, and Community Hubs | Cafe Synk Blog —
https://cafesynk.com/blog/the-venue-dilemma-maximizing-roi-for-gam-260525-161722

» How Independent Esports Lounges and Gaming Cafés Build Loyal Member and Premium LAN-Tournament Booking Books Without
Roundl USA and GameWorks Chain Competition in 2026 — Monolit Blog — https://monolit.sh/blog/how-independent-esports-loung
es-and-gaming-cafes-build-loyal-member-and-premium-lan-tournament-booking-books-without-round1-usa-and-gameworks-chain-c
ompetition-2026

Truenor — from idea to conviction. We turn the noise of countless ideas into one opportunity worth building, with the numbers to
back it.
The live Excel model (Truenor_Model.xIsx) is the companion to this report — change any assumption and every figure recalculates.



