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The DreamFolks Collapse

How did an entire market structure crumbles

overnight? In September 2025, India’s airport lounge

ecosystem faced its biggest disru

otion ever
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Dreamkolks' Winning Formula

DreamFolks connected banks and credit card companies to 1,000+
airport lounges, simplifying access for millions. They earned a fee for
each lounge visit, creating a powerful aggregator model. This
network made them indispensable.

Dreaml‘olks
Platform

Banks & Cards

Partner

: Lounge Network
Integration
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Dreamlfolks: The Fallen Giant

90% 90 %

Market Control (Card-Based Access
DreamFolks dominated Nearly all credit card lounge
domestic lounge access visits went through their
across India platform

100%

Airport Coverage

Every operational airport
lounge was on their network

But what made this monopoly so vulnerable to collapse?
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The Perfect Storm

Three catastrophic events converged to destroy DreamFolks’
business model:

Ol

System Failure

September 22, 2024 Complete platform breakdown at 49 lounges
aCross 34 airports

02

Strategic Pressure

Adani and GMR airports actively pressured banks to abandon
DreamFolks

03

l.conomic Incentives

Direct partnerships offered better margins for operators and lower
costs for banks
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LOUNGE

ACCESS

The New Power Players

Who benefits when intermediaries disappear? Airport operators seized control
of the entire value chain.

Adani's LoungeOne

Proprietary platform launched July 2025, bypassing all third-party
aggregators completely

GMR'’s Direct Strategy

Built exclusive partnerships with banks through their Encalm Hospitality
network
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Banks: Winners or l.osers?

The banking sector faced a complex dilemma. What did
they gain, and what did they lose?

The Gains

l Reduced costs, direct customer data access,
eliminated single-point-of-failure risk

The L.osses

2 Massive operational complexity, multiple
Integrations needed, customer service
disruption

How are different banks responding to this challenge?
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Customer Chaos

Premium cardholders faced the harshest reality. Their promised benefits

vanished overnight.

&P Service Disruption

Widespread access denials at lounge doors across the country

8, Benefit Betrayal

Premium cardholders felt deceived as unlimited access became
restricted

co UX Friction

Multiple apps required for different airports, destroying seamless

experience
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1he Fragmentation
Problem

What happens when one simple system becomes
many complex ones?

Tier-2 City

Delhi (GMR)

Airport app, airline
app, security pass

Local access app,
separate check-in,
manual verification

Mumbai (Adani)

Different app, airline
portal, health check

s this the future of airport services in India?
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New Players Enter the Game

Nature abhors a vacuum. Who's stepping up to fill the gap?

Priority Pass?

Global giant launches
‘Priority Pass Access India’
with Pine Labs partnership

or something totally novel..?

Niche Players?

Elite Assist and others target
mid-sized banks with
focused solutions
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The Competition Question

When does market disruption become anti-competitive behaviour?

Abuse of Dominance?

competitors?

Did airport operators unfairly leverage infrastructure control to eliminate

Barriers to FEntry

Can new aggregators compete when locked out of 70% of airport traffic?

What would the Competition Commission of India decide?
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The Privatisation Paradox

s this disruption an inevitable consequence of airport

privatisation?
l Public Ownership
Alirports Authority of India controlled most major
alrports
2 PPP Model

Private operators took long-term leases,
changed business incentives

3 Vertical Integration

Operators now control both infrastructure and
service layers

Are we replacing public monopolies with private ones?
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The Path to Recovery

How can the market rebuild itself? Three models emerge for
restoring seamless user experience:

Super-App Model

Fintech platforms integrate multiple APIs into one

seamless interface

o Open Standards

Industry creates common technical standards like
UPI for payments

ws  Government Platform

bs

Regulatory body mandates interoperable solution
for traveller experience

Which path will India choose?
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l.essons for the Future

The DreamFolks collapse teaches us that no monopoly is permanent.
But what comes next?

For Banks

Demand interoperability and redefine premium promises beyond
unlimited access

For Regulators

Monitor for abuse whilst encouraging open standards and
competition

For Customers

Adapt to complexity whilst demanding better experiences from
service providers

Share this analysis with fellow travellers navigating the new airport
lounge landscape.



