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1.Project Justice
Aims and Objectives
My uncle works as a business manager at a gym called BEST, which is located in an office building in the West gate of Wuhan University. The gym was built in 2015, and after four years of continuous development, it has now become a company with two branches. Wuhan Best Sports Development Co. Ltd. is a mainly sports fitness services as the main enterprise.
Through my uncle's introduction and information, I learned that the gym is a chain of health clubs in the traditional model. The operating experience and coaching resources are rich. The profit model is mainly selling annual cards, season cards, personal coaches and group classes. Comprehensive fitness services available Because I am also a senior fitness enthusiast, I have some knowledge of the industry, so I hope to help the company solve some of the problems in the project.
As a professional organizational consultant, my project is how to retain more members and expand the customer base.
By increasing the retention rate of old members and keeping new members in, the company's capital flow becomes more stable and profits are getting better.
There are four reasons why I chose this project:
1. The competition in the fitness industry is so fierce that the loss of old members is getting worse and worse
2. Personal coaches are relatively mobile and the rate of job hopping is generally high. With the coach's job change, some of the customers will also be lost
3. Once a member has a card, follow-up services are often insufficient and do not help most members develop exercise habits, resulting in unsatisfactory retention rates.
4. It's hard to catch on to market trends like yoga the month before and belly dancing the day after. If you don't get the market right, you can't attract new customers.
Because the gym's profit model is relatively single, mainly based on cards and private education, peripheral product income often accounts for less than 10 %. As a result, the number of consumers becomes the key to profitability, so I hope to help the company solve the most important problem.


Rationale:
Why is this project necessary?
I think there are two important reasons.
1. Because in China, the whole fitness industry environment is: heavy marketing, light operation. Our company is no exception. The focus has always been on how to attract new members. Thus ignoring the service to the old members, so that their activity is not high, the repurchase rate is low, and they are caught in a dilemma. This dilemma is: the arrival of new customers-the loss of regular customers-the arrival of new customers. At the same time, I think it is much easier to maintain an old relationship than to establish a new relationship. A lot of data also proves that the cost of expanding new members is more than 50 % of the total operating cost, which seriously damages the company's profits. So when most of our regular customers choose to repurchase, the pressure to attract new customers will be much reduced. Our customers will become more and more, a virtuous circle.


2. The domestic fitness industry has grown for more than 20 years. The outbreak occurred in 2003. Basically, the opening of a shop can make a lot of money quickly, but now the fitness market has returned to normal. After all these years of development, the homogeneity of Chinese gyms is very serious. Most companies are looking at others to do, they will imitate, lack their own characteristics and the unique culture of the company. So can not keep their own customers, and once the number of customers, will be the market large and small gym swallowed. So how to keep old customers and attract new ones is an urgent issue.


2.Business Case and Project Appeal
Poential issues
The company is a less than five years old company, the boss is also a 90-year-old entrepreneur, with a group of young people to work hard. Therefore, the company does not have a deep background. In the course of implementing the project, I see these potential risks:
1. In addition to the operating costs of the gym itself, homogenous competition is also one of the reasons for the dilemma of survival. If we blindly pursue more new customers and go further and further into homogenous competition, the result will be a fierce price war, and price promotion, even if it can bring short-term profits and popularity, will be detrimental to the long-term development of a company. It often leads to a decline in service quality and fitness hardware.
2. It is important to note that the number of members should also be controlled. If the number of members exceeds the number of people that the gym can accommodate, there will be serious consequences, that is, most people do not want to go again. Because no one wants to go to a very crowded gym, too many people can make people lose interest.
3. In this era of fast competition for big fish and small fish, regional brands are also at risk of being annexed because the company's main profit point is the sales and renewal of annual cards. This amount is not small, usually between 2,000 and 4,000. Consumers are hesitant in the face of annual payments, so decision-making costs are high. These require a large sales team, and if the entire money chain is in trouble, it is very likely that it will not be able to afford the salary of such a large team, which will bring the company down.
4. With the continuous expansion of the company's size, especially in the fitness industry, it is easy for business resources to be in the hands of salespeople. This is a relatively dangerous thing. Because once the coach and membership change jobs, the original customer and business relationship will also be taken away. Therefore, it is necessary to perfect the design of the system and convert the customer resources in the hands of the salesman into enterprise resources.
Project Appeal


3. Research Methodology
Research methods are divided into major research and secondary research
First, I do not have access to specific resources and websites. I will use these research methods mainly:
1. Questionnaire survey method: Design some fitness members 'questionnaires, use the "anonymous" questionnaire to complete the survey, so that members can speak freely. The main question of the questionnaire was what was the dissatisfaction with the gym and where improvements were needed to improve the company's deficiencies.
2. Interview method: Through regular interviews with members, managers, members, and coaches for more in-depth understanding, so as to adapt to the continuous changes in the market.
3. Data Access Method: Find data related to fitness to provide data support. Through the Chinese fitness network, bodybuilding network, love fitness, fitness home, fitness 114 official website and other professional websites to improve this project.
4. Field observation method: Go to various places in Wuhan for field observation, especially gyms that are similar to the company model. Select more than 10 sizes, with different characteristics of the gym for field understanding, to point face, learn the advantages of other companies.
5. Mathematical statistics: The content of the questionnaire and the data surveyed on the website are statistically processed to obtain valuable information.
6. Comparative method: Compare the characteristics of different fitness organizations and fitness groups on different basis of comparison to continuously improve the project.

4.Project Management Team / Project Manager/Control
As a consultant to the team, the reason I want to be a consultant is that I worked in a gym during my college years in China. Know more about the industry's many knowledge and professional skills, long-term and membership, managers eat and chat together, and have a certain understanding of the operation of the gym. Second, as a senior fitness enthusiast, you can understand the needs of most members and coaches. At the same time, I have a deep interest in this industry and love. Another reason is that I study business courses in college, have a certain understanding of market research, human resources management, financial management and other majors. So I think I'm good enough as a team consultant to work on our project together.


Project Plan
In order to successfully complete the project, I have the following plans:
1. Change the gym's overly single profit model and launch the sales of monthly cards and season cards so that customers 'choices are richer and do not deter many customers who do not want to run an annual card. At the same time pay attention to the development of peripheral products, adding more profit points. For example, set up a small bar in the gym because people need water after exercise.
2. Gym is essentially a service industry. Companies should pay more attention to after-sales services. Good services can make members feel valued and increase their desire to exercise. Companies should try to increase the frequency of their members 'exercise in various ways, develop exercise habits, and increase the retention rate. Just like the ordinary 4S store and the car repair shop outside are the differences in service. The nature of service is an important factor in determining price and profit.
3. Improve the quality of the coach's business and add some quality training as appropriate. Because most people do not come to enjoy the passion of exercise, but they need to solve certain physical problems. You help them improve their physical qualities, naturally increasing the customer's viscosity.
4. You can add some rewards to members, such as establishing your own app. On the app, members can increase their account points by signing in daily, taking group classes, taking private classes, and publishing exercises. These points can eventually be exchanged for various prizes. Like protein powder, gym clothes, fitness equipment and other items that members desperately need. To increase the retention rate.
5. Spend some money to improve the quality of fitness equipment as much as possible, because many experienced fitness people can quickly distinguish between good and bad equipment. Most of them can exercise on their own, and the quality of equipment is the first factor that attracts them.
6. Gym planners need to know which sports are the most popular in the market, make timely adjustments, and keep up with the trend.
In many other ways, this is a general idea of my project.


The order in which the project will be studied is the order of the reports, and I will complete the study of this report in two months 'time in one month

6.
References
Because all of the content is based on my knowledge and consulting with friends in the fitness industry, there is no reference to books and websites, so there is no refinancing



