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[bookmark: _Toc180832462]Introduction
Today, strategies have become a critical process in  the management of a successful business. Strategies aim to challenge the swiftly moving environment in the context of science and technological developments that impact on the functioning of the organization and how firms are implementing change to increase competitive advantage. Strategic processes therefore have been emphasised for its detailed management of plans that ensure  the successful running of the business (Ribeiro, 2022).
This report will entail a critical analysis of a small enterprise, diving into the current strategies used within the company and evaluating them through business scanning models like Porters 5 forces, SWOT, PESTEL analysis and further by understanding key players of the business, the stakeholders and how to manage them and then developing strategic growth options that will increase the businesses position in the market.

[bookmark: _Toc180832463]About Bodytone Gym

Bodytone Gym, is a small enterprise located in the area of Spark hill in Birmingham. The business has been established for around 15 years plus. The business is set in the health and fitness industry and provides services to women only. It is located in a busy ethnic Asian community, with no car park facilities, providing basic training, gym classes, body toning, Zumba classes, sauna and steam rooms varying prices from £4.50 a session to monthly memberships for £22. The company does not provide offers and discounts and has remained with the old pricing strategy. With changing demographics, the youth have started to join other gyms that are providing better services and prices. The gym has attracted the 30+ age women more than the younger youth due to limited services.
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A business establishes its values through a mission and vision statement which clearly defies the company’s purpose, goals and values. The vision visualises ahead towards the company’s future goals whilst the mission outlines its current  aims(Van der Walt, Kroon and Fourie, 2004). The companies mission statement defines its values by addressing customers as family and assuring that they are here to help guide customers who are struggling towards a better lifestyle. However, the company missed out on its vision statement which is to emphasis on where it wants to be in the future. A vison depicts a clear pathway to achieving goals, showing guidance, encouraging motivation and coordinating strategic processes to create a sustainable future for the business (Suranga,2014). Bodytone gym has the potential to grow and expand if it is able to plan ahead keeping in mind the changing environment. Catering specifically for women restricts the business from expanding out to the broader community. What Bodytone currently offers is available in every other gym, the basic training equipment’s, training classes and sauna room. These resources hold no value as it can be replaced and added as a new feature in any gym. The business is faced by its greatest rival within a few miles of distance, The Spark hill pool. This company offers all leisure activities, sports, swimming, training with particular sessions for  women only but however with a downfall of no car park facilities.
[bookmark: _Toc180832465]Porters 5 forces
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Description automatically generated]Below is a critical understanding of Bodytones current business strategy through Porters 5 forces model. This model was created in 1979 which emphasis on 5 major forces within the business environment that helps a business to analyse and evaluate its position in the market. The company’s weaknesses and strengths are used then to discover long term strategies to increase competitive advantage (Goyal, 2020).

The gym industry faces high challenges in many of its factors that can be impacted with severe consequences. Bodytone gym faces many of these challenges that are visible from the above Porters 5 force model. Customers are crucial for the survival of any business and therefore they should be treated as priority. Customers’ needs and demands change with the changing environment and so customers look for what is convenient (Anderson and Narus 1998). With any business, customers want good service for low prices and with the cost-of-living crisis this has become even more important. They are willing to change according to needs(Anderson and Narus 1998). This impact can  be reduced if Bodytone gym can start to offer more compatible prices and services to attract more customers and retain old customers. Creating a large customer base by collecting customer data through surveys and questionnaires can enable to understand their needs. Threats from substitutes and rivals can be also reduced by keeping up with social trends and adding in services and differentiation in products to stand out better and by investing further in marketing and advertising through the most used and followed channels such as social media. Social media today has become the most influential channel to reach out to customers all over the world (Appel et al., 2020). Bodytone gym is facing many environmental challenges that can easily be mitigated with investment into other factors that can increase competitive advantage.
[bookmark: _Toc180832466]SWOT analysis
A business thrives when it holds up against challenges that are bought forward by its surrounding  external and internal factors (Leigh, 2009). These factors can assess the future of a business’s stability. Therefore, it is crucial that these factors are closely and effectively managed so the business can stay well informed of changing conditions and make positive decisions and strategic processes that can help the business to excel (Gurl, 2017). A SWOT analysis is a technique used by many companies to gain a basic understanding of its external and internal conditions. By understanding its strengths and weaknesses changes can be made and by assessing the threats and opportunities, strategic processes can help the company to avoid upcoming threats and take advantage of potential growth  opportunities (Leigh, 2009). An advanced SWOT takes a further step towards rating each factor by importance its importance and then the probability rating 1-3, which is then multiplied together to produce a score.
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The above SWOT analysis has generated scores according to its importance aligning it with its probability. The scores emphasis on the impact a factor has on the business. 
Strengths- Here the 2 high scores highlighted in red show that the business has been successfully running well for 15 years despite the surrounding changes and its highest strength is that the business has potential to expand and add differentiation to its services.
Weaknesses- The most impacted factor the business is facing is the restriction of a diverse customer base. with services limited to women only the business is easily losing out on male customers who will happily attend a gym session with their partners. The biggest challenge the business faces is rivalry at its door. Just a few miles by distance, The Sparkhill Pool offers many services to both women and female with competitive membership rates.
Opportunities- The SWOT analysis has enlightened many opportunities for the business that can easily increase competitive advantage. Building expansion can reduce factors such as car parking facilities, separate room for men, differentiate services by introducing specialised classes aiming at vulnerable customers like heart, diabetic and high cholesterol patients, pre and post pregnancy training yoga and meditation classes to help reduce mental stress and introducing dietary plans and needs. 
Threats- as mentioned before, Bodytone gym’s highest threat is its rival competition. Another that has been highlighted in the analysis is the strong impact  of social media, that is quickly attracting the young and new youth generation to shift choices to brands that are highly trending through social media, such as well-known and franchised gyms like The Gym group, JD Gyms and Virgin active.
[bookmark: _Toc180832467]PESTLE Analysis
Organizations are surrounded by many factors that can impact the business. These surroundings are known as the macro environment. When factors within the macro environment change, it affects the business operations positively and/or negatively (Çitilci and Akbalık, 2020). To understand the upcoming changes, a PESTEL analysis is used to analyse the current state of the business. However, an advanced PESTEL analysis dives deeper into each factor to gain a  more detailed perspective of the situation (Çitilci and Akbalık, 2020).

	Factors
	Potential impact
	Time 
	Impact status
	Importance 

	Political-
Changes in health standards can generate new regulations.
Current political uncertainty can increase tax costs.
Future lockdowns due to pandemics can force closer of business.
	medium
	0-3 years
	Increasing 
	Important 

	Economic-
Economical falls like recession can decrease customer spending on memberships.
High competition.
Inflation rise.
High interest rates will stop gyms from barrowing capital.
Low interest rates will encourage further loans for investment.
Increased unemployment rates forcing to spend less
	High
	2-3 years
	Increasing
	Critical

	Socio-cultural-
Change in demographics.
Increase in heath awareness can motivate the gym  industry.
Rise in Work from home lifestyles  can drive demand for fitness.
 Increase in obesity and mental health demand more active lifestyles.
	High
	Continuous 
	increasing
	Critical 

	Technological-
Increase in tech- developments can affect gym services and rise costs.
Rise in social media influence,
Online training and fitness classes substituting gyms.
Social media educating people on how to remain fit at low costs.
Technological developments creating new marketing strategies.
New innovations and gym equipment’s can enhance gym services and attract customers.




	High
	continuous
	Increasing 
	Critical 

	Environmental-
Increase in sustainable and renewable energy to reduce costs.
New ecofriendly equipment’s will reduce costs of services.
Eco friendly and green conscious customers are high in demand.
Severe weather conditions can increase absentees in memberships.

	Low
	3-4 years
	increasing
	Not important

	Legal-
Changes in employment laws can affect staff issues.
Gym services can be obstructed due to changes in consumer protection laws.
	Low
	2-3 years
	Unchanged
	Important 


                                                                                         Table 3. PESTEL analysis
The PESTEL above emphasis on a few particular factors that hold a higher threat as well as can bring in opportunities for the business. Economic factors such as the recession can affect business when customers start to reduce unnecessary spending. The rise in competition also means the business will need to invest further to improve competitive advantage. With interest rates rising and falling can be both, beneficial as more money can be barrowed to invest in the business and high interest rates will discourage further loans. Socio- cultural factor has huge impact on the gym industry as changing demographics increases. With ageing population preferences will change, increase in population means people will start to move out of area and busy lifestyles will call for more flexible workout sessions and personal trainers.
Technological factors hold critical importance in the fitness industry as continuous innovations impose a threat for gyms to stay on top of new developments and equipment’s as this will not only attract new customers but retain existing customers from leaving. Gyms have fallen under extra pressure with the innovations of mobile fitness apps and online gym classes that are representing convenience for busy lifestyles. The rise in social media influence has become a huge factor that is attracting the youth, by easily promoting trends that are followed by followers.
[bookmark: _Toc180832468]Stakeholder analysis

Stakeholders are people who hold interest in the successful running of a business. These stakeholders can either affect the business or can be affected by any decision made by the business. They are categorised as internal and external stakeholders who hold different levels of power and interest (Varvasovszky and Brugha, 2000).
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The above stakeholder analysis depicts six main stakeholders of the gym.
 Investors and shareholders are internal stakeholders with high power and interest and have financial responsibility towards the gym. Having financial power gives them the authority to make decisions for the gyms benefit. Keeping them satisfied is beneficial for the gym as they can decide to invest further or even withdraw shares. Therefore, they must be managed closely and kept well informed on the gym’s developments and progress and in any upcoming changes. Investors and shareholders are usually kept informed through regular board meetings and up to date emails and letters.
Employees also fall under internal stakeholders as they hold both power and interest. They need to be managed closely and kept satisfied as they manage the gyms operations such as equipment maintenance, health and safety standards, financial transactions, marketing and importantly dealing with customers. Their level of power reflects on the services they give to customers. Excellent customer service will attract and retain customers whereas bad service will increase customer turnover. They hold interest in the gym’s success and profits as their employment relies on its successful running. Gyms can easily manage employees by keeping them up to date with new laws and safety standards by providing continuous training, kept informed through emails and staff meetings, discuss any forthcoming issues and by also addressing and taking care of any employee and employment issue that can be disrupting employee satisfaction levels. 
Suppliers remain external with low power as gyms can easily switch to cheaper buyers as availability so therefore hold interest as their business relies on a successful running gym. The community, local businesses and customers keep interest in how the gym is supporting them. They hold low power but high interest and so need to be kept informed on the gyms developments and changes that could affect them such as price increases, change in locations, and new added services. This can easily be done through good marketing strategies, leaflets and posters.
[bookmark: _Toc180832469]Strategic growth options
Due to high competition, small and medium enterprises fall under pressure to manage change quickly  due to continuous technological developments, economic changes and lack of finance and resources, therefore it has become even more important that such enterprises embody change gracefully by adjusting business strategies to their advantage (Masroor and Asim, 2019).
1. Building expansion to add different services and increase value
The expansion will allow extra space to add differentiation but much needed services for the community such as parking facilities addressing physical health issues like obesity, mental health, to promote health awareness and services for pregnant and new mums. Health has always been a big issue in the ethnic Asian community and according to statistics the Pakistani and Bangladeshi population are more likely to have long-terms health conditions and poor health with high rates in diagnosed conditions (Veena Raleigh, 2023). Obesity is a slow killer that leads to conditions such as diabetes and high blood pressure (Pinkney, 2001). Services that can help reduce such health risks will not only bring in customers but also as a  business will be giving back to the community. The Spark hill area is surrounded by 60% and more Asian ethnic population, giving the gym advantage to attract more customers by promoting  services that can improve their health.
Mental health problems have been rapidly increasing since 2014 with  probable statistics showing a higher rise of mental problems in younger people than adults (British Medical Association, 2024). Regular fitness and physical activities can help motivate self-confidence and esteem. Yoga and meditation classes can support relaxing the mind and ease mental stress and anxiety.
Men and women are equally vulnerable to bad health conditions and therefore they too deserve a good work-out. Opening up a separate gym area for men will allow the local male residents to walk by foot to a convenient gym or drive to with parking facilities. Many couples today, enjoy working out together, so why not provide a session where male and female can mix and work out? This can be achieved by segregating work out areas for customers to train and work-out within a comfortable and safe environment. Gyms are used as socializing areas for people who like company and enjoy some free time chatting to others, this also gives a chance for customers to meet people alike, learn from others experience and ease stress.
2. Improve promotions
In business, promotions are regarded as a critical part of marketing strategies. They provide channels to reach out to customers (Sajid, 2016). Today, with new technological advances, the fastest and most effective way to reach potential customers and target market is through social media channels. Business giants have all moved towards this type of promotion strategy. Social media collaborations have proven to have huge effect on customer perception, it can reduce any negativity in regard to the brand and promote  positive views(Sajid, 2016). Influencers possess huge power when it comes to promoting a brand as their followers follow the trend or buy a service or product without hesitation. Body tone can easily approach such influencers on social media as they too await brand alliances as this increases their followers. Through collaboration they can reach out to potential customers and promote new services.
Furthermore, promote the new services through a free trail, where the benefits of certain services can be discussed with customers who may be interested, this could be the middle age group people who are less educated. The benefits of exercise, nutritional diets, meditation and yoga and how they help reduce some of the most common health problems they may be facing like diabetes, high cholesterol, blood pressure, mental stress and depression. Introduce promotional offers and family deals for new members, this will attract customers to join with family to receive a better deal and follow the end of promotions with extended smaller offers that will help retain existing customers. These trials and promotions can be through partnerships with local surgeries and clinics who can refer the business services to people who may need it.
3. Introduce healthy dining area
With today’s busy lifestyle, customers are always looking for convenience and stress-free time. Training and fitness go hand in hand with healthy eating. A healthy snack bar and dining area that provides healthy variety food that can complete a member’s day at the gym without the hassle of cooking healthy meals. This option can either be available openly to customers and as an added service to memberships on discounted promotions for the month and adjusted accordingly. This will be a unique feature of the gym that will attract all age groups and provide convenience for working people
[bookmark: _Toc180832470]SAF Matrix for options

	Options
	Suitability
	Feasibility
	Acceptability
	Total

	1. Building expansion to add different services and increase value

	9
	8
	9
	26

	2. Improve promotions

	9
	9
	6
	24

	3. Introduce healthy dining area
	7
	8
	6
	21



Table 5, SFA matrix table
Established by Johnson and Scholes, the SAF matrix model was invented to evaluate and select a strategic growth option through a scale that identifies the option through suitability, feasibility and acceptability (Zolfani et al., 2021). According to the scores the highest scored option was the building expansion that will enable the business space to add new services that will add value to the Gym. By adding services that are much needed in the local community this will create a strong position for the gym in the market as it will be delivering differentiation compared to its competition. The suitability of this option is to attract a new customer base and addressing health issues and providing support through specialised classes aimed at reducing health problems. Feasibility is high as the building is already located in a position with potential space, a further capital will be needed to build the sight and add equipment’s but there after services can be easily added with room space and further staff. Acceptability meets the criteria as it will return on investment by generating revenue through the new added services and wider customer base.
[bookmark: _Toc180832471]Recommendations
Strategy implementation step 1- discussion with all internal stakeholders about how the chosen strategy can be a growth option, discuss further required financial investments for resources, marketing and long-term benefits.
Step 2- Design, planning and regulation process
Step 3- construction and development process
Step 4- interior design and approach suppliers for equipment
Step 5-  marketing and promotion through all possible social media channels, leaflets, posters, google and Youtube ads
Step 6- hire new staff, prepare and go through new changes and implementations with existing staff
Step 7- Evaluate new strategy, monitor sales and memberships for new services, monitor reviews and feedback on social media, and keep track of followers and customers who maybe interested and then attract through promotional offers and free trials.
The time duration to execute the project will be roughly 6- 8 months.

[bookmark: _Toc180832472]Competitors reaction
Competitors will have an obvious reaction to new services introduced by their rivals, feel threatened. The Spark hill pool will immediately react to another gym offering services to men as they have for a long time been the only gym withing a small radius to offer men’s facilities. It will come as a threat as they will feel many customers may change memberships towards Bodytone gym due to it being near to home and walking distance. Also new memberships will also offer family deals where they can introduce more members of the same family. The new services addressing health issues can also be tried out free and if it feels worth it they will add on more services to their weekly workouts.
Waarts (1999) noted the best way to manage competitor’s reactions is by having a cooperative approach by letting them know your plans. By cooperating your intentions in a professional friendly manner  will reduce levels of threat. By discussing to them that your plans aim to test out services that may help the community to improve their health, it will give a better understanding of your approach to new services. Mergers are also a good way to reduce threat. By merging with The Spark hill pool, both gyms can promote specific services such as swimming sessions and divert certain customers to swimming plans that are available at The Spark hill pool and vice versa.
[bookmark: _Toc180832473]Conclusion
From this report and above research, it can be understood that strategic management processes are very important to run a successful business, and the processes entail the need of many strategic tools that enable a better understanding and analysis of a business environment that helps with planning new strategies to build a secure future for the business. Bodytone gym required a new service to attract a new customer base, and that growth option was selected as all analysis indicated that the business was weak when it came to providing services as their services were restricted to only women. The business needed a new way to attract customers and also create a larger customer base and that is possible  by expanding the current gym building and adding in services for men too and services that address the community’s common health issues.
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	Key Partners



· Suppliers
· Health professionals
· Nutritionists
· Local Businesses
· Insurance companies
· Fitness influencers
· Marketing agencies

	Key Activities

· Specialised classes(Meditation, yoga, pre and post pregnancy)
· Wellness programmes(Diabetes, blood pressure, cholesterol, Mental health issues)
· Personal training
· Ensure service maintenance
· Customer service
· Monitor and assessment
· Promotion and marketing

	Value propositions


· Diverse class offerings
· Flexible membership deals
· Health and Nutrition guidance
· Social networking hub
· Healthy dining
· Community support
· Address health issues
· New innovative sustainable energy equipment

	Customer Relationships

· Community atmosphere
· Loyalty programmes
· Personal service
· Trial offers/ promotions
· Energy efficient/sustainable energy
	Customer Segments

· Health-conscious customers
· Weight loss seekers
· Seniors
· Busy professionals
· Pregnant customers
· Families

	
	Key Resources

· Building potential
· Planning permission
· Equipment
· Staff
· Investment capital
· Marketing channels
· Technology resources( security, management softwares, Audio and visual systems)

	
	Channels

· Social media
· Partnerships
· Emails
· Collaborations with influencers
· Google ads

	

	Cost Structure

· Planning and construction costs
· Interior design and equipment cost
· Operational costs
· Marketing / launch cost
	Revenue Streams
· Membership fees from larger customer base
· Specialised wellness programmes
· Educational / nutrition events
· Personal trainers


Bodytone Gym
For every-Body
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