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Executive Summary
Eco-Gains Gym is a new modern eco-friendly gym that is dedicated to eco-friendliness and sustainability which is emphasised by the gym’s slogan ‘Fitness the Sustainable Way’. The gym uses self-sufficient energy that is created by members on gym equipment and machinery to power itself, promoting sustainable and eco-friendly operations. 
Located on King Street in Carmarthen, the gym offers a wide range of sustainable fitness equipment as well as a broad range of inclusive weekly sessions for members tailored and open to all ages, genders, and abilities allowing members to fulfil all their fitness needs and ensuring a welcoming environment for everyone. Along with providing 1 to 1 sessions and food and drink refreshments the gym also sells branded clothes made from sustainable materials and sourced from eco-friendly suppliers.
Eco-Gains Gym serves to the rapidly growing population of environmentally conscious fitness enthusiasts, providing innovative solutions to reduce carbon footprints while promoting physical and mental, health and wellness. 
Goals and Objectives 
Eco-Gains Gym have set a wide variety of short term and long-term goals and objectives that they hope to achieve during the foreseeable future.
These goals and objectives include: -
Goals
· Foster environmental awareness among members and the local community
· Promote fitness by highlighting the benefits to physical and mental health.
Objectives
· Within 2 years generate between 2-5% of the gym’s energy requirements through kinetic energy produced by humans on energy-generating gym equipment.
· Achieve 100 memberships within the first three months.
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Business Description
Company Ownership 
Eco-Gains Gym is established as a sole proprietorship by owner Iestyn Thomas in 2025. This legal structure provides the owner with complete control and responsibility over day-to-day operations and strategic decision-making (Twin, 2024). 
[bookmark: _Hlk195605862]Location 
[bookmark: _Hlk195616667]Eco-Gains Gym is situated on King Street in Carmarthen inside a two-story building and is being rented for £975 per month. This location was strategically chosen for its proximity to key facilities such as the main shopping areas in Carmarthen, ensuring consistent foot traffic.
The gym refurbished an already existing building instead of building a new facility to show alignment with the company’s sustainable brand identity. Refurbishing the gym included fitting new lighting, flooring, signage displaying the company’s name and logo and installing energy-efficient windows (Sam, 2024).
The building itself is a two-story building spanning 250-300 square meters in size per floor. One floor consists of general gym equipment, while the other features the energy-generating cardio equipment and includes space for classes such as Pilates or yoga.  
One major advantage of the gym’s location is its proximity to St Peters car park, which is a large facility capable of accommodating a high volume of visitors, allowing ideal access for customers, especially those traveling from further away (Harries, 2024).
King Street also has good street lighting, making it safe for customers to visit the gym at any time of the day (Harries, 2024). As well as this solar panels have been installed on the building’s roof contributing to the gym’s energy needs and further reinforcing the gym’s dedication to eco-friendliness. 
Hours of Operation
From Monday to Saturday Eco-Gains Gym operates from 5am to 9pm, accommodating early-bird exercisers as well as evening fitness enthusiasts. However, on Sundays the gym will be open for a slightly shorter amount of time operating from 6am to 3pm. The wide window that the Eco-Gains schedule provides, allows customers to fit workouts around work, parenting, and other commitments. 
[bookmark: _Hlk195618858]Products and Services
Eco-Gains Gym is Carmarthen's only destination for advanced energy-generating fitness equipment. The facility features sustainable cardio machines such as treadmills, stationary bikes, cross trainers, and elliptical machines, that are all designed to convert kinetic workout energy produced by users into electricity, which can be used to power the facility and reduce the gyms carbon footprint (Swati, 2023). During use stationary bikes can generate between 50-150 watts per hour, while treadmills are capable of producing 100-300 watts per hour. This energy output is sufficient enough to power a gym's LED light bulb for up to 12 hours. Eco-Gains Gym is aiming to generate between 2-5% of its energy needs through human-powered gym equipment within two years, a target that is ambitious yet reachable (Mo, n.d.; Rush, 2024; Hawkes, 2013; FitPro Team, 2018). 
In addition to sustainable cardio machines, the gym features a variety of eco-friendly equipment that caters to all fitness preferences and the increasingly growing want for an eco-friendly lifestyle. The equipment varies from weights and rowing machines to medicine balls and jump boxes (Niepytalska, 2025). Examples of items provided at the gym that are made from sustainable materials include, yoga mats and resistance bands made from natural rubber, providing durability and eco-friendliness and also, recycled metals that were repurposed into durable frames for gym equipment (“Eco-Friendly Gym Equipment”, n.d.).
Furthermore, Eco-Gains sells branded clothing items made from eco-friendly organic cotton materials, which are designed breathable and soft, ideal for gym sessions (Vrachovska, 2024). They are available for purchase online through the company’s website or in person at the gym for £30 each.
Eco-Gains Gym provides a monthly membership subscription where you pay a recurring fee of £40 per month as well as a pay-as-you-go fee of £20 per visit for non-members or drop in customers, which is ideal for occasional visitors. Membership benefits include free access to classes, opportunity for one-to-one sessions, discounts on clothing items and food and drinks, as well as free locker use (Niepytalska, 2025).
Eco-Gains also provides members with opportunities to attend morning and evening classes. The weekly sessions provided include circuit training, cross fit, strength training, yoga, Pilates and HIIT classes, offering a variety of options to suit different preferences. Classes are led by qualified gym training instructors and are open to people of any age, gender or ability (Kittle, 2024).
Furthermore, the gym offers members with an opportunity for one-to-one training sessions with qualified gym instructors. These sessions, available exclusively to members, must be booked in advance on the company’s website and cost £30 per hour. 
To keep customers energised and hydrated, the gym offers a variety of refreshments at the front desk, including protein bars, milkshakes, energy drinks, water, and fresh fruit. 
Suppliers
To align with the company’s eco-friendly ethos, Eco-Gains Gym sources products from suppliers who manufacture eco-friendly products. The company’s main supplier is SportsArt, a company renowned for its sustainable gym equipment and innovative approach to eco-friendly fitness technology. (“9 Ways to Create an Environmentally Friendly Gym”, 2023). SportsArt design and supply, energy-generating cardio equipment, that can power gyms and decrease environmental impact a product which is key to Eco-Gains Gym is potential success as a company. (“SportsArt Equipment”, n.d.). Eco-Gains Gym also collaborate with local sustainable activewear company, Howies. Based in Carmarthen, Howies supply Eco-Gains Gym with their branded gym clothes made from organic cotton materials (“Our Fabrics”, n.d.).
Human Resources 
Eco-Gains Gym employs a total of 7 staff members. At the top of the organisational structure is the gym’s owner Iestyn Thomas, who oversees all aspects of the business. The gym employs 2 qualified gym training instructors, who lead fitness classes and provide one-to-one sessions for members (Vance, n.d.). The gym also employs 2 receptionists who work at the front desk and handle any inquiries, answer phone calls, process membership sign-ups, manage the gym’s website in addition to many other processes (Indeed Editorial Tean, 2025). To uphold gym standards and ensure the gym remains clean and environmentally friendly, the gym employs 2 cleaners who work during non-operating hours (Vance, n.d.). 
[bookmark: _Hlk195621931]Start-Up/Acquisition Summary
[bookmark: _Hlk195703523]As seen by looking at the first appendix, Eco-Gains Gym is start-up expenses total up to £75,990. These expenses include paying for a variety of necessary costly acquisitions that the gym needs for launch such as the gym equipment and products sold at the gym that amount to over £41,000. To help fund these costs Eco-Gains have acquired help from outside sources. One of these outside sources is a £50,000 bank loan from Iwoca, which will be getting repaid over the next three years at 6% interest (“Iwoca”, n.d.). Additionally, the gym received a £30,000 government grant from Sports Wales, which was approved for the company’s commitment to eco-friendly practices and promotion of physical activity (“Energy Saving Grant”, n.d.).
[bookmark: _Hlk195623458]Financial Management 
[bookmark: _Hlk195704276]Eco-Gains Gym expect to make the company profitable through the services offered. The gym’s financial services and revenue streams include memberships, pay-as-you-go sessions, one-to-one training sessions with a qualified training instructor, branded gym clothes and food and drink refreshments. As can be seen in the cash flow forecast in appendix 2, during the initial months of operation, Eco-Gains expect financial losses, primarily due to essential operational expenses, such as staff salaries, rent, and utility bills, exceeding the initial revenue. However, as the year goes, the gym expects an increase in customers, which should help to offset the early financial losses by the end of the year. Assuming the cash flow forecast is correct, Eco-Gains Gym expect to start making consistent profit within 8 to 12 months. To help cover start-up costs, finance operations and mitigate financial losses in the gym’s early months, Eco-Gains have acquired a bank loan from Iwoca of £50,000 and a grant from Sports Wales of £30,000. Should the cash flow forecast deviate from expectations, resulting in a bigger or longer than anticipated financial loss, Eco-Gains Gym's owner, Iestyn Thomas, is prepared to invest up to £10,000 of personal capital to keep the business on track.
Marketing
Market Analysis and Segmentation
As shown in appendix 3, Eco-Gains Gym have used surveys distributed to members to conducted market analysis and better understand customer demographics and preferences. Appendix 4, shows that 48% of respondents were between 18-35 years old, illustrating how young adults are the company’s main cash cow in terms of age. Although Eco-Gains Gym is main audience is primarily young adults who are fitness enthusiasts, the company wants to attract people of all ages and abilities. This commitment is demonstrated through the broad range of classes that are offered. 
As is illustrated by the survey’s results in appendix 5, in terms of location the gyms main audience is people from the local community and the surrounding areas of Carmarthen as 88% of the survey’s respondents said they live within 20 miles of the gym, highlighting high local demand. 
In terms of interests the gyms main target audience is eco-conscious fitness enthusiasts. They are drawn to the gym for its eco-friendly equipment, renewable energy, and sustainable initiatives (“Sweating Green”, 2024). As can be seen in appendix 9, 96% of members who took part in the survey prefer going to gyms that prioritise environmental sustainability over one that does not, illustrating that environmental responsibility is a growing need to gain and retain customers. 
Marketing Strategy and Advertisement
As seen by looking at the eighth appendix, the marketing channels that Eco-Gains Gym have primarily employed are digital platforms and word of mouth. Social networking platforms such as Instagram and Facebook have already proved to be a successful tool for the company as 56% of members who took part in the survey said that they found out about the company online through social media. Using social media as a form of advertisement allows Eco-Gains Gym to showcase the gym’s equipment, eco-friendly operations, prices and merchandise in a cheap and effective manner. Additionally, social media is a useful tool for advertising as it can reach a broad range of people and is popular among teenagers and young adults which is a core demographic for the company (Moorthi, 2025; Joshi, 2024).
To reach individuals who may not use social media, Eco-Gains Gym employs traditional advertising methods, such as placing ads in local newspapers. While newspaper advertisements are relatively cheap, they have a more limited reach compared to social media and digital platforms today (Tripathi, 2022). Eco-Gains also uses word of mouth marketing. The survey showed that 36% of respondents found out about the gym from word of mouth. Utilising word of mouth by providing positive customer experiences and encouraging members to recommend the gym to friends, family and others is a free and effective way of advertising the company (Alton, 2023).
To track what advertising tool has worked, the company will release regular surveys similar to the one seen in appendix 3, where members can reveal insights into which method of advertisement was most effective (“How to Monitor Marketing Campaigns (7 Methods)”, n.d.).
Competition
Carmarthen based Eco-Gains Gym, faces local competitors from fitness facilities such as D-12 Fitness, Actif Leisure Centre Gym, CFK Gym and KC Leisure (“Best Gym in Carmarthen”, n.d.). While these gyms attract local customers and limit the potential market for Eco-Gains Gym, none of them prioritize eco-friendliness to the same extent. According to YouGov, 51% of people consider sustainability an important factor when choosing a gym membership, giving Eco-Gains Gym an advantage over local competitors in this department (“Sustainability in Fitness”, 2025).
Pricing
Eco-Gains Gym has adopted a competitive pricing strategy, setting prices based on what competitors charge (The Investopedia Team, 2020). The industry average for membership prices across the UK is £47.24 per month (Dick, 2024). Eco-Gains has strategically set their membership prices lower than the industry average, however, matching local competition such as KC Leisure and Actif Leisure Centre at £40 per month (“Memberships”, n.d.; “Memberships”, n.d.).  Big competitors such as D-12 Fitness and CFK gym have slightly more economical monthly subscription fees, at £35 and £25 per month (“Weights & Fitness Gym”, n.d.; “Join”, n.d.). Eco-Gains provides a balanced approach by setting prices similar to its local competitors, ensuring higher market relevance and understanding as well as appealing to customers who prioritise both cost-efficiency and eco-friendliness (“Competitive Pricing Strategy”, n.d.). As seen in appendix 9 of the 25 people that took part in the survey 48% said they were happy with the prices set at the gym, indicating at fair prices.
SWOT
	[bookmark: _Hlk195866278]Strengths

· Unique Eco-Friendly Gym Equipment
· Broad Range of Classes
· Strong Staff Structure
(Karam, 2023)
	Weaknesses

· Limited Facility Space
· High Initial Operating Costs
(Karam, 2023)

	Opportunities

· Collaborations with Local Eco-Friendly Companies
· Expanding to Different Areas
(Karam, 2023)
	Threats

· Competition
· Cost of Living
· Home Gyms
(Karam, 2023)


[bookmark: _Hlk195775592]PESTLE 
A more detailed PESTLE review of the company can be seen in appendix 10.
Political – Government Grants for Eco Friendly Practices
Economic - An economic factor influencing Eco-Gains Gym is the rising cost of living. As costs continue to increase, individuals may cut non-essential spending, such as gym memberships and opt for more affordable fitness solutions like home workouts or outdoor exercise (Karam, 2023).
Social - The social factors affecting Eco-Gains Gym include the growing focus on health, fitness, and eco-conscious attitudes within society. The rising awareness of these issues presents an opportunity for Eco-Gains to attract customers seeking a gym that aligns with their sustainable values.
Technological – Energy-generating fitness equipment and renewable energy technology advancements
Legal – Compliance with health and safety regulations
Environmental - An environmental factor surrounding Eco-Gains Gym includes energy efficiency. The gym’s energy-generating equipment reduces dependency on external energy sources, lowering environmental impact, decreasing utility costs and enhancing its eco-friendly brand value (Swati, 2023).
(Makos, 2024; “PESTLE Analysis of The Fitness Industry”, 2023”)
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Appendix
Appendix 1
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Appendix 1 shows Eco-Gains Gym’s start-up costs. These start-up expenses include paying for a variety of necessary costly acquisitions that the gym needs for launch such as the gym equipment and products sold at the gym. The purchase of gym equipment, refreshments, and branded gym clothing, amount to over £41,000 for Eco-Gains Gym. Another costly start-up cost for the company is facility renovations such as installing new windows, lighting, flooring, and front door signs. These renovations amounted to a cost of £15,500 for the gym. Technology investments such as purchasing laptops, computers, and an energy monitoring system totalling up to £815 is another costly start-up expense that Eco-Gains Gym have had to face. Eco-Gains Gym is start-up expenses total up to £75,990
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Appendix shows Eco-Gains Gym is cash flow forecast for the first 12 months. Income and revenue streams for Eco-Gains Gym include memberships priced at £40 a month, pay-as-you-go sessions for £20 per session, one to one training sessions with a qualified training instructor for £30 per hour, branded gym clothes for £30 per item and also a variety of food and drink refreshments. During the initial months of operation, Eco-Gains Gym expect to face financial losses, primarily due to essential operational expenses, such as staff salaries, rent, and utility bills, exceeding the initial revenue. However, as the year goes on and the company grows, the gym expects an increase in customers, which should help to offset the early financial losses by the end of the year. Assuming the cash flow forecast is correct, Eco-Gains Gym expect to start making consistent profit within 8 to 12 months. To help cover start-up costs, finance operations and mitigate financial losses in the gym’s early months, Eco-Gains Gym have acquired a bank loan from Iwoca or £50,000 and a grant from Sports Wales of £30,000. Eco-Gains Gym anticipate have a closing balance of just over £18,000.
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The third appendix shows the survey that was released to members of the gym, allowing Eco-Gains Gym to conduct market analysis. 25 members answered the survey, providing key information to the gym. 
[image: Forms response chart. Question title: What is your age?. Number of responses: 25 responses.]Appendix 4








Appendix 4 shows that the gyms main audience in terms of age is people between the age of 18-35 closely followed by 36-59. 48% of respondents said that they were between 18 and 35, demonstrating how the gyms target audience is primarily young adults.

Appendix 5
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Appendix 5 shows Eco-Gains Gym where their customer base is from. 88% of the survey’s respondents said they live within 20 miles of the gym, highlighting high local demand.  However, 12% of the respondents said that lived further than 20 miles away from the gym demonstrating that the gym does have a wide reach.
Appendix 6
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Appendix 6 shows the answers to the question asked in the survey what is the main reason you decided to join the gym. The most popular answer given is that the gym is local to members, demonstrating how in terms of location the gyms main audience is people from the local community and the surrounding areas of Carmarthen. 32% of respondents answered classes as the main reason that they decided to join this gym. The broad range of classes on offer is a strength of the gym as it attracts a variety of customers to the gym. The classes on offer vary from HIIT training classes to low intensity yoga classes fitting the specific needs of a wide range of customers. Another popular reason given was the Eco-Friendly equipment and operations. This indicates that operating in an eco-friendly manner is now becoming a priority for customers, giving Eco-Gains an advantage over competitors.
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Appendix 7, shows the answers to the questions are you happy with the prices set at Eco-Gains Gym? The prices set at Eco-Gains include memberships priced at £40 a month, pay-as-you-go sessions for £20 per session, one to one training sessions with a qualified training instructor for £30 per hour and branded gym clothes for £30 per item. 48% said they were happy with the prices set at the gym, indicating at fair prices.
Appendix 8
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Appendix 8 shows that digital marketing was the most successful marketing channel for Eco-Gains Gym. 56% of respondents said that they found out about the company online through social media demonstrating how teenagers and young adults is the company main audience in terms of age, as that is social media's most popular age group. This also further reinforces how effective of a marketing tool social media is. As seen by looking at the appendix the second most common answer was word of mouth. The survey showed that 36% of respondents found out about the gym from word of mouth. Utilising word of mouth by providing positive customer experiences and encouraging members to recommend the gym to friends, family and others is a free and effective way of advertising the company.
Appendix 9 
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Appendix 9
As seen by looking at the graph above 96% of respondents said that they are more likely to join a gym that prioritises eco-friendliness over one that does not. This indicates that environmental responsibility is a growing need to gain and retain customers, giving Eco-Gains Gym who operate in an environmental manner, an competitive advantage.
Appenidx 10
PESTLE 
A more detailed PESTLE review of the company can be seen in appendix 10.
Political
A political factor that impacts Eco-Gains Gym is the option of government grants for adopting eco-friendly practices. These grants help with start-up costs and improve the company’s brand image.
Economic
An economic factor influencing Eco-Gains Gym is the rising cost of living. As costs continue to increase, individuals may cut non-essential spending, such as gym memberships and opt for more affordable fitness solutions like home workouts or outdoor exercise (Karam, 2023).
Social 
The social factors affecting Eco-Gains Gym include the growing focus on health, fitness, and eco-conscious attitudes within society. The rising awareness of these issues presents an opportunity for Eco-Gains to attract customers seeking a gym that aligns with their sustainable values.
Technological
Advances in energy-generating fitness equipment and renewable energy technologies are technological factors that influence Eco-Gains Gym. The gym’s unique energy-generating technology helps to attract eco-conscious, and tech interested customers, broadening its market appeal.
Legal 
Legal factors impacting Eco-Gains Gym include compliance with laws and regulations. Adhering to health and safety laws includes, ensuring that equipment is safe, for customers, and staff are adequately trained to prevent gym accidents, maintaining a secure environment for both employees and customers.
Environmental
An environmental factor surrounding Eco-Gains Gym includes energy efficiency. The gym’s energy-generating equipment reduces dependency on external energy sources, lowering environmental impact, decreasing utility costs and enhancing its eco-friendly brand value (Swati, 2023). 
(Makos, 2024; “PESTLE Analysis of The Fitness Industry”, 2023”)
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Eco Gains Gym - Cashflow Forecast

‘Start-Up Expenses

Facility

Rent (Monthy) 75|
Rennovations (Lights, Paint, Floor, Windows etc) 15,000
Front Door Signs 500)
Equipment

Eco-Friendly Machines £22,000
Other Equipmet (Weight, Benches, Yoga Mats) 15,000
Employee Company Attire 100)
Cleaning Equipment 220
Products

Branded Glothes (20 orders for T-Shit, Jumper and Vest) £900)
Refreshments (Food and Drink] £200)
Technology

‘Computers/Laptops 800
Energy Monitoring System 215
Business Licences

Premises License (Music, Food and Drink) 200)
Health and Safety Compliance 2200)
Data Protection Registration 2400)
insurance (Annualy) 1,500
Marketing

Website Greation 100)
Pre-Opening Advertisment £300)
Bills (Monthly)

Water £160)
Electricity £20)
Gas £100)
intemet £20)
Statt satary

nital Staff Salary £13,800.00
Total Start Up Expenses £75,990)





