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[bookmark: _Toc239817999]Executive Summary
This business development proposal explores the viability of the technology-driven fitness and wellness business, FitLife Smart Gym, to address consumer demand to have fitness services delivered that are convenient, personalised, and accessible. The proposal utilizes existing business and strategic tools such as PESTLE analysis, Porter's Five Forces, STP, Business Model Canvas (BMC), Break-Even and Sensitivity analysis. Such frameworks offer a structured foundation for the external environment analysis, the opportunity of the customer, the competitive position, the business model and the financial sustainability (Porter, 1980; Osterwalder and Pigneur, 2010).
The key business opportunity is that customers want more flexible, customisable and convenient fitness services than the traditional gym offerings. Today's consumers are more likely to appreciate digitally-enhanced experiences and services that can complement their work, lifestyle, and personal fitness goals. Therefore, with this in mind, FitLife Smart Gym offers an integrated fitness experience that fuses physical gym facilities with digital support, personalised programmes and customer-centric services.
The audience consists of people who want to stay physically fit or get fit, but who have limited time and/or need flexibility. It is proposed to segment the market based on the demographic, behavioural and lifestyle characteristics, this enable the venture to target those customers who have a greater need for personalised and accessible fitness services. Effective segmentation and targeting allows businesses to focus marketing activities on those customers who are most likely to respond to the value proposition (Kotler and Keller, 2016).
FitLife Smart Gym's value proposition is in offering gym facilities that are easy to access, support that’s tailored to the individual, and convenience that's supported by technology, all within a customer-focused service environment. The business not only compete on price but focus on offering a more integrated experience, as opposed to a typical gym. The resource based view implies that sustainable competitive advantage can arise if a firm's valuable capabilities and resources are organized efficiently and are hard for its competitors to duplicate (Barney, 1991). Therefore, the capability of employees, customer relations, digital systems and quality of service are key areas where advantages may lie.
The Business Model Canvas illustrates how the suggested value proposition relates to the target clients, distribution channels, client relationships, key resources, key activities, partnerships, revenue streams and costs (Osterwalder and Pigneur, 2010). Marketing and sales activities are aimed at awareness generation, lead generation and conversion of leads into customers, and retention activities are aimed at making customers want to use the product/services again and have a long-term relationship with the brand. The operational plan is supported by the facilities, technology, staffing, suppliers, quality controls and customer-service processes of this model.
Viability is reliant on realistic customer volumes, suitable pricing and operating expenditure control, according to financial analysis. The financial plan takes into account start-up investment, operating costs, revenue generation, contribution, break-even and cash requirements. Furthermore, the business needs to meet its fixed costs in order to achieve sustainable profitability, and break-even analysis is important because it helps the business to determine the minimum level of sales it needs to achieve to cover its fixed costs (Atrill and McLaney, 2022). 
A conditional GO is based on the overall feasibility assessment. There is some market and strategic and operational proof that it is reasonable to proceed, but it should not be a case of over-investing early in the business. Since there is a lot of customer demand, pricing, service quality and operational capacity to be tested before significant expansion, a phased launch and soft launch approach would be needed.
Effective customer acquisition, robust retention, competitive positioning, disciplined cost management, sufficient working capital, resources and ability of employees, and reliable technology and service quality are therefore important key success factors. Revenue, the cost of customer acquisition, customer retention, gross margin, cash position, capacity utilisation and customer satisfaction should be monitored on an on-going basis by management.
It is overall a potentially viable and scalable business opportunity, if its core assumptions are confirmed in practice and its management is able to adapt to fluctuations in demands, costs, capacity and customer behaviour in a timely manner.
vii

[bookmark: _Toc239818000]Chapter 1: Introduction
[bookmark: _Toc239818001]1.1 Background and Context
The UK fitness and wellness industry is a major consumer and service sector. The 2025 UK Health and Fitness Market Report recorded 11.5 million members, 5,607 clubs and £5.7 billion in sector revenue in 2024, with membership increasing by 6.1% year-on-year (ukactive, 2025). Wider health trends also indicate continued demand for physical activity, although inequalities remain; in 2024–25, 64.6% of adults in England met recommended physical activity levels (Sport England, 2026). Levenshulme provides a relevant local context, with 19,647 residents and 7,234 households in 2021. The area is made up of a wide mix of socio-economic backgrounds and significant deprivation, 61% of households are deprived in at least one aspect (Manchester City Council, 2024).
[bookmark: _Toc239818002]1.2 Problem or Opportunity Statement
Equipment and relatively low-cost access to conventional gyms can be made available, but the degree of personalised support and personal health data integration into physical training differ. Access to Jetts Levenshulme is available around the clock, there are group classes, personal training and connected gym equipment available and membership is priced at £32.95 per month, whereas membership of PureGym at a Levenshulme gym is priced at £17.99 per month.
[bookmark: _Toc239818003]1.3 Initial Observation of Demand
The initial secondary evidence suggests there is an expanding fitness market in the UK but that's not proof of demand for FitLife Smart Gym in Levenshulme. It is therefore necessary to consider local opportunity in the context of customer affordability, health and physical activity requirements, competitor provision, pricing, premises and suitability. 
[bookmark: _Toc239818004]1.4 Aim, Objectives and Research Questions
[bookmark: _Toc239818005]Aim
To develop and evaluate a commercially feasible business model for FitLife Smart Gym, a smart fitness and wellness centre proposed for Levenshulme, Manchester, United Kingdom.
[bookmark: _Toc239818006]Objectives
1. To analyse current UK fitness and wellness market trends and assess their relevance to the proposed FitLife Smart Gym in Levenshulme.
2. To identify customer needs, preferences and affordability considerations relevant to personalised and technology-enabled fitness services.
3. To evaluate the competitive environment in Levenshulme and the wider Manchester catchment, including competitor services, pricing, accessibility and technological provision.
4. To assess the commercial and financial conditions required for FitLife Smart Gym to achieve commercial feasibility.
5. To develop an evidence-based implementation strategy for the proposed business, informed by market, competitor, financial and operational analysis.
[bookmark: _Toc239818007]Research Questions
1. RQ1. What UK fitness and wellness market trends are relevant to the proposed FitLife Smart Gym in Levenshulme?
2. RQ2. What customer needs, preferences and affordability considerations should FitLife Smart Gym address?
3. RQ3. How competitive is the local fitness market, and how do competitor prices and services affect FitLife Smart Gym's positioning?
4. RQ4. What commercial and financial conditions would be required for FitLife Smart Gym to achieve commercial feasibility?
5. RQ5. What implementation approach could support a realistic launch of FitLife Smart Gym
[bookmark: _Toc239817778]Table 1: Alignment of Research Objectives and Research Questions
	Objective
	Research Question

	Objective 1: Analyse the market
	RQ1

	Objective 2: Identify customer needs
	RQ2

	Objective 3: Evaluate competitors
	RQ3

	Objective 4: Assess commercial and financial feasibility
	RQ4

	Objective 5: Develop implementation strategy
	RQ5


[bookmark: _Toc239818008]1.5 Scope and Boundaries
The proposal is to investigate the fitness and health industry in the UK, particularly in Levenshulme and the surrounding Manchester area. It is comprised of secondary data from government statistics, industry reports, competitor data, published customer and affordability data and commercial property data. 
[bookmark: _Toc239818009]1.6 Structure of the Report
Chapter 1 provides an introduction to the business opportunity and aims and research questions. Chapter 2 introduces the company and Chapter 3 introduces theories and frameworks that are relevant to the study. The methodology used is explained in chapter 4. A comprehensive market opportunity analysis is provided in Chapter 5 and a competitive analysis is provided in Chapter 6. The business strategy is given in Chapter 7 and the Business Model Canvas is elaborated in Chapter 8. The Financial, Marketing and Sales Plan and the Human Capital Management Plan are provided in Chapter 9, while the operations are discussed in Chapter 10. Feasibility is discussed in Chapter 11 and the Implementation Plan is presented in Chapter 12. The proposal is reflected in Chapter 14 and conclusions and recommendations are included in Chapter 13. The proposed launch is 30 June 2027.





[bookmark: _Toc239818010]Chapter 2: Company Description
[bookmark: _Toc239818011]2.1 Business Identity and Legal Structure
FitLife Smart Gym is a proposed smart fitness and wellness centre intended to operate in Levenshulme, Manchester, United Kingdom. The venture is proposed to operate as a Private Limited Company (Ltd), subject to the outcome of the feasibility and implementation analysis. The structure suits an emerging company since it ensures shareholders limited liability and allows for a recognised corporate identity and investment and controlled business growth (Companies House, 2024). Suitability, size and final rental cost need to be assessed, but the location does have commercially available premises with current listings on Rightmove showing examples of around £1,000 – £1,200 per month (Rightmove, 2026).
[bookmark: _Toc239818012]2.2 Product and Service Offering
FitLife Smart Gym incorporate physical gym resources along with customisable digital resources. Core services include the fitness assessment, Digital support for coaches, personal training, group training, nutrition advice, and wellness coaching or corporate wellness programmes. Members can use a mobile app to set their objectives and preferences, sync their compatible Apple Watch, Fitbit and Garmin data, and get Digital workout suggestions and progress updates.
The system drew on information from members that they had submitted, such as their activity levels, training history and fitness objectives, to provide customized workout plans and progress reports Digital recommendations remain under qualified human supervision, with trainers monitoring progress, reviewing plans and providing professional advice where required. Combination Access allow members to combine in-gym sessions with online coaching. The goal is therefore a mid-market offering based on affordability, personalisation, human support and technology, rather than access to equipment alone.
[bookmark: _Toc239818013]2.3 Founding Idea
The idea emerged from secondary research into the UK fitness market and the potential for a differentiated mid-market proposition between low-cost self-service gyms and higher-cost personalised fitness services. Established market growth can be observed in the increasing UK fitness membership, while Jetts Levenshulme already provides 24/7 access, classes, personal training and connected equipment for £32.95 per month (Jetts, 2026). This indicates that low cost, extended access and connected technology alone may not provide sufficient differentiation for FitLife. The concept is therefore to test whether integrated Digital coaching support, wearable-supported monitoring and human support can provide sufficient additional value.
[bookmark: _Toc239818014]2.4 Mission, Vision and Core Values
Mission: To improve individual health and wellbeing through affordable, personalised and technology-enabled fitness and wellness services that support sustainable lifestyle change.
Vision: To become a recognised smart fitness and wellness provider in Manchester, known for personalised customer experiences, responsible innovation and long-term wellbeing.
Core Values:
· Innovation – using technology purposefully to improve fitness experiences.
· Customer Wellbeing – prioritising safe and holistic support.
· Inclusivity – designing services for diverse local customers.
· Sustainability – reducing unnecessary resource use while supporting long-term community wellbeing.
[bookmark: _Toc239818015]2.5 Business Objectives and Goals
FitLife Smart Gym has established the following provisional SMART objectives as measurable planning targets, which tested and justified through the subsequent market, financial, operational and implementation analyses:
[bookmark: _Toc239817779]Table 2.Business Objectives and Goals
	Objective
	SMART Target

	Launch
	Secure suitable premises, complete setup and commence trading by 30 June 2027, subject to feasibility approval.

	Membership
	Reach at least 500 active paying members during Year 1, with 600 as the base-case Year 1 closing target.

	Customer satisfaction
	Achieve at least 90% positive satisfaction responses by the end of Year 1, measured through routine digital feedback.

	Financial performance
	Target operational break-even by the end of Year 2, subject to the required membership level, cost structure and funding requirements being supported by the revised financial model.

	Service quality
	Ensure at least 90% of new members receive digital onboarding and an initial personalised training plan within 30 days of joining.

	Growth
	Complete a Greater Manchester expansion assessment by the end of Year 2, using financial, market and operational evidence before any expansion decision


[bookmark: _Toc239818016]2.6 Alignment with Trends and Market Opportunity
FitLife is in sync with the evolution of the industry towards technology-driven, personalized and flexible fitness. The UK and wider European fitness markets continue to demonstrate growth, alongside increasing interest in technology-enabled and flexible fitness provision (ukactive, 2025; EuropeActive and Deloitte, 2026). The use of wearables and AI can aid data-informed personalisation, while hybrid delivery can offer greater flexibility. However, these features are already present in the local market: Jetts Levenshulme provides connected equipment, classes and 24/7 access (Jetts, 2026). FitLife therefore need to demonstrate that its Digital coaching support, wearable integration, human support and pricing provide sufficient additional value. This is not assumed and assessed through the following chapters of the BDP.
[bookmark: _Toc239818017]Chapter 3: Literature Review
[bookmark: _Toc239818018]3.1 Introduction to the Literature Review
The literature review provides a theoretical and strategic foundation for assessing FitLife Smart Gym. The proposed business combines technology-enabled fitness, personalised coaching, wearable-device integration and human fitness support; therefore, no single theory adequately explains customer technology adoption, health behaviour, motivation and perceived service quality. The Technology Acceptance Model (TAM) and Health Belief Model (HBM) provide perspectives on technology adoption and health-related behavioural decisions, respectively. Self-Determination Theory (SDT) extends this perspective by explaining motivation and engagement over time, while SERVQUAL provides a basis for evaluating the quality of the hybrid fitness service. Selected strategic frameworks, including PESTLE, Porter’s Five Forces, VRIO, SWOT and the Business Model Canvas, then be applied in subsequent chapters to evaluate the external environment, competition, resources, strategy and business model.
[bookmark: _Toc239818019]3.2 Technology Acceptance Model (TAM)
The Technology Acceptance Model (TAM) developed by Davis (1989) explains technology acceptance through perceived usefulness and perceived ease of use. Perceived usefulness refers to the extent to which users believe technology improves performance, while perceived ease of use concerns the effort required to use it (Davis, 1989). These constructs have been further developed in subsequent research to account for technology acceptance (Venkatesh and Davis, 2000).
FitLife's mobile application, Digital coaching support, and its integration with wearables rely on the customer's ingness to accept TAM. Members may be more likely to adopt these technologies when personalised recommendations, progress monitoring and connectivity are perceived as useful and easy to use. However, complex interfaces, excessive data requirements or unclear Digital recommendations may reduce engagement. A key limitation is that technology acceptance does not necessarily result in sustained exercise or long-term membership. Therefore, TAM should be complemented by SDT, which provides greater insight into motivation and continued engagement.
[bookmark: _Toc239818020]3.3 Health Belief Model (HBM)
The Health Belief Model (HBM) explains health-related behaviour through perceived susceptibility, perceived severity, perceived benefits, perceived barriers, cues to action and self-efficacy (Rosenstock, Strecher and Becker, 1988). People are more likely to engage in health-related behaviours when they recognise a potential health threat, perceive it as important, believe that taking action provide benefits and consider the associated barriers manageable.
HBM is relevant to FitLife’s health and wellness positioning. Cues to action, such as personalised fitness and wellness advice and progress notifications, can communicate the benefits of physical activity. Individual support can also boost members' sense of self-efficacy as they see actual progress that can be made. However, cost, time constraints, accessibility and motivation may remain barriers. HBM primarily focuses on individual perceptions of health risks and benefits and therefore provides less explanation of social motivation and long-term engagement. SDT complements HBM by addressing the psychological factors that may support sustained participation. 
[bookmark: _Toc239818021]3.4 Self-Determination Theory (SDT)
Self-Determination Theory (SDT) proposes that sustained motivation is influenced by three psychological needs: autonomy, competence and relatedness (Ryan and Deci, 2020). Autonomy refers to having control over one’s actions, competence concerns feeling capable of achieving desired outcomes, and relatedness reflects meaningful social connection.
SDT is particularly relevant to FitLife because customer motivation, engagement and retention are important to the proposed membership model. Personalised coaching may support autonomy by enabling members to establish individual goals and preferences. Competence can be reinforced through AI-assisted progress monitoring and achievable recommendations that provide feedback on development. Relatedness can be fostered through professional and social interaction with human trainers and group classes. However, SDT does not directly explain technology acceptance or competitive conditions. SDT therefore complements TAM by explaining motivational processes that technology acceptance alone cannot capture, while the strategic frameworks address the wider business environment. 
[bookmark: _Toc239818022]3.5 SERVQUAL and Service Quality Theory
SERVQUAL is a construct comprised of five dimensions of service quality: Reliability, Responsiveness, Assurance, Empathy and Tangibles (Parasuraman, Zeithaml and Berry, 1988). Reliability is about honoring the services that were promised, responsiveness is about quick help, assurance is about the knowledge and professionalism of the employees, empathy is about taking individual care, and tangibles is about the physical facilities and equipment.
SERVQUAL applies to FitLife because the perceptions of the customers rely on other than technology. The reliability of equipment, employee actions, the quality of the Digital recommendations, responsiveness and personalised support can all impact the overall service experience. Personalised training may help to build empathy, and human oversight of Digitally supported recommendations may help to build assurance. SERVQUAL was created mainly for service evaluations in traditional service settings, but may need to be adapted to service evaluations using the hybrid service model involving physical service facilities and AI, mobile applications, and wearable devices, as is the case with FitLife. 
[bookmark: _Toc239818023]3.6 Strategic Frameworks
The selected strategic frameworks complement the behavioural and service theories and support the practical evaluation of FitLife Smart Gym. PESTLE examine the macro-environment, while Porter’s Five Forces assessed competitive pressures within the fitness market (Porter, 1980). VRIO assessed whether FitLife’s resources and capabilities can contribute to competitive advantage (Barney, 1991), while SWOT synthesise internal strengths and weaknesses with external opportunities and threats. FitLife’s value creation, delivery and capture mechanisms analysed using the Business Model Canvas (Osterwalder and Pigneur, 2010). The following chapters was applied these frameworks as complementary analytical tools rather than as theories themselves.
[bookmark: _Toc239818024]3.7 Chapter Summary
The literature suggests that an integrated theoretical perspective is required for FitLife because its value proposition combines technology, health behaviour, motivation and service delivery. TAM provides a basis for understanding customers’ acceptance of AI, mobile and wearable technologies, but provides limited insight into continued fitness participation and long-term engagement. HBM adds an understanding of health perceptions and behavioural barriers, while SDT provides a stronger explanation of motivation, engagement and retention. SERVQUAL complements these perspectives by addressing the quality of the combined physical and digital service experience. Together, these theories provide a more robust foundation for evaluating FitLife than any single theory. The selected strategic frameworks then translate these theoretical insights into practical analysis of the market, competitive environment, resources, strategy and business model in subsequent chapters.










[bookmark: _Toc239818025]Chapter 4: Research Methodology
[bookmark: _Toc239818026]4.1 Research Approach
This Business Development Proposal (BDP) adopted a secondary research approach to evaluate the proposed FitLife Smart Gym in Levenshulme, Manchester. Secondary research is suitable when the proposal can make use of information available from the government, industry, academic sources, commercial market data and competitor sources, without a primary study. Secondary research is suitable if the proposal can use information already available from the government, industry, academic literature, commercial market data and competitor’s sources without a primary study. A method of this study was a combination of secondary source data which is quantitative and qualitative, using exploratory method and analytical method. The research process is a structured one which includes steps for identification of sources, screening, sources selection, data extraction, triangulation and analysis, and employs a methodology that is transparent and replicable.
[bookmark: _Toc239818027]4.2 Data Sources and Search Strategy
Secondary sources were used and identified using a structured search strategy. The keywords used were: “UK fitness industry”, “gym membership UK”, “digital fitness”, “AI fitness”, “wearable technology”, “personalised fitness”, “hybrid fitness”, “Levenshulme demographics”, “Levenshulme deprivation”, “Manchester physical activity”, “gym prices Levenshulme”, “commercial property Levenshulme” and “fitness market Manchester”. The main evidence range was 2020–2026, with evidence sources being located and retrieved from 15 August 2026 to 20 August 2026. Geographical analysis developed from the UK to Greater Manchester, Manchester and Levenshulme. Sources comprised ONS, Manchester City Council, Sport England, TfGM, ukactive, EuropeActive/Deloitte, Rightmove Commercial, Savills, industry websites, academic journals and industry reports. Theoretically important sources, including Davis 1989, Porter 1980, Barney 1991 and Parasuraman, Zeithaml and Berry 1988 kept. The competitors were chosen based on the following criteria: proximity, service similarity, and overlap and availability of the target customers' pricing information. The sources were chosen for relevance to the research questions, the degree of recency, geographical relevance, and methodological transparency and authority. Government statistics given preference followed by peer reviewed academic research and recognized industry sources.
[bookmark: _Toc239818028]4.3 Quantitative and Qualitative Evidence
The quantitative information contained information on population, household figures and deprivation data, physical activity levels, fitness levels (UK fitness membership and market revenue), competitor prices, commercial rent estimates, expected membership numbers, operating costs and projected revenue. These steps aid in the evaluation of market conditions and FitLife’s financial needs. Qualitative evidence cover consumer preferences, AI-enabled fitness, wearable technology, digital wellness, personalised and hybrid fitness services, competitor positioning, service quality and strategic developments. Academic literature and industry reports reviewed to identify recurring themes and market developments. 
[bookmark: _Toc239818029]4.4 Data Analysis
Several analytical methods applied according to the characteristics of the secondary data. Descriptive analysis summarises demographic, market and pricing data using frequencies, percentages, averages and comparisons where appropriate. Comparative analysis assessed competitors according to membership price, opening/access arrangements, services, personal training, technology and market positioning. 
Academic and industry literature examined using thematic analysis, following the stages of familiarisation, coding, categorisation, theme development and interpretation (Braun and Clarke, 2021). This identify recurring themes relating to technology adoption, customer motivation, personalisation, service quality and health behaviour.
Financial analysis develops three- to five-year projections using membership assumptions, average pricing and expected customer numbers to estimate revenue, alongside fixed and variable costs including rent, staffing, equipment and technology. Break-even membership calculated as the ratio of the fixed operating costs to the contribution/member. Sensitivity analysis show base case, best case and worst case scenarios, changing the numbers of members, the cost and price of the product, and the cost and level of activity to test the financial robustness. 
[bookmark: _Toc239818030]4.5 Application of Models and Frameworks
The theoretical models introduced in the Literature Review directly connected to the subsequent analysis.
[bookmark: _Toc239817780]Table 3.Application of Models and Frameworks
	Framework
	Application

	TAM
	AI/digital adoption

	HBM
	Preventive health

	SDT
	Motivation/retention

	SERVQUAL
	Service quality

	PESTLE
	Macro environment

	Five Forces
	Competition

	VRIO
	Internal resources

	SWOT
	Strategic position

	BMC
	Value creation


Source: Author's own framework based on Davis (1989), Rosenstock et al. (1988), Ryan and Deci (2020), Parasuraman et al. (1988), Porter (1980), Barney (1991) and Osterwalder and Pigneur (2010).
[bookmark: _Toc239818031]4.6 Reliability and Validity
To further enhance reliability and validity, evidence from government, industry, commercial and academic sources triangulated (compared) with data triangulation. Validity questions whether the data that were selected are a valid measure of the issue being analysed, and reliability questions whether the data are consistent and reproducible. If conflicting numbers are present, publication date, definitions and methods discussed and the more reliable and recent source used, and any substantial differences noted. Information presented on competitor websites and commercial property listings could have a promotional or commercial bias, and cross-checked against independent or alternative sources where possible. More than one data source used instead of one dataset. The principal evidence base come from government sources like the ONS or Manchester City Council, industry reports and peer-reviewed academic literature and from Sport England.
[bookmark: _Toc239818032]4.7 Limitations and Ethical Considerations
The primary drawback is the use of secondary data, especially for the evidence regarding gym demand, gym ingness to pay and fitness preferences in Levenshulme. Lack of primary surveys and interviews means that the views of prospective customers can't be measured directly. Competitor prices may be subject to changes over time, promotional offers may be subject to change, as may commercial data, which may be limited. There may also be inconsistencies in definitions of the variables across the datasets and commercial sources may have promotional bias. Additionally, the evidence from the past might lose its relevance due to the swift advancement of AI and digital fitness technologies. 
[bookmark: _Toc239818033]4.8 Chapter Summary
The methodology for secondary research of evaluating FitLife Smart Gym is clearly defined in this chapter. Notably, the process of source selection, credibility evaluation, triangulation, and the mixed analytical methods are structured, ensuring a consistent basis for the following market, competitive, strategic, financial, operational and feasibility analyses.





[bookmark: _Toc239818034]Chapter 5:  Market Opportunity Analysis
[bookmark: _Toc239818035]5.1 Scope and Market Definition
The relevant market for this analysis is technology-enabled hybrid gym and fitness/wellness services including the use of AI-supported personalisation, sold to digitally receptive adult consumers in Levenshulme and in a realistic surrounding Manchester catchment, by a physical gym and via supporting digital channels, using existing market evidence from 2026. The market thus contains also customers looking for the conventional access to the gyms and for personalised fitness guidance, wearable supported monitoring and digital engagement. The geographical boundary is not limited to Levenshulme as users can be from areas within reasonable distance by transport and travel time from Levenshulme, allowing the location of the proposed facility to be realistically reached. The channel boundary is composed of on-site membership, services, app-based and digital support. TAM" is Total Addressable Market, SAM is Serviceable Available market and SOM is Serviceable Obtainable market for market sizing. This is a different usage of TAM compared to the one in Chapter 3.
[bookmark: _Toc239818036]5.2 Market Size and Growth
There is evidence of a strong and growing market within the UK for health and fitness services. In 2025, a total of 12.2 million people over the age of 16 were members of a health and fitness club, representing an 18% penetration rate, with a health and fitness club visit figure of 679 million and an increase in the income generated by the sector to £6.5 billion, up from £5.7 billion in 2024 (ukactive, 2026). An upward trend in the number of visits and memberships as well as in income is better evidence of a growing participation than is growth in income alone. Nevertheless, national market growth cannot be treated as FitLife’s directly accessible demand because geographical reach, customer characteristics and competitive conditions differ considerably.
TAM (Total Addressable Market) represents the broadest potential market relevant to the business; SAM (Serviceable Available Market) represents the portion that FitLife can realistically serve based on its geographical and customer focus; and SOM (Serviceable Obtainable Market) represents the proportion that FitLife can realistically acquire given its launch capacity, competition and marketing resources. Manchester provides the relevant urban market, with 551,937 residents recorded in the 2021 Census (Manchester City Council, 2026). The city contained 61,887 residents aged 20–24, 52,583 aged 25–29 and 47,999 aged 30–34, indicating a substantial working-age population relevant to FitLife’s proposed digitally receptive customer segment (Manchester City Council, 2026). 
For the more realistic SAM, Levenshulme provides the initial geographical focus, with 19,647 residents recorded in the 2021 Census. Applying Manchester’s 20–34 age distribution as an indicative benchmark gives an estimated 5,784 residents aged 20–34 in Levenshulme. This is calculated by combining Manchester’s 20–24 (61,887), 25–29 (52,583) and 30–34 (47,999) populations, representing approximately 29.44% of Manchester’s 551,937 population, and applying this proportion to Levenshulme’s population. This is a derived estimate rather than a directly observed Levenshulme-specific age figure and should therefore be interpreted cautiously (Manchester City Council, 2026). Applying the UK’s 18% fitness-membership penetration as a broad participation benchmark produces approximately 1,041 potential fitness participants within this estimated age group. However, this figure does not establish confirmed local demand for FitLife or ingness to pay for AI-supported fitness services.
The SOM should therefore be based on FitLife’s achievable launch capacity rather than an arbitrary percentage of the market. Based on the estimated local fitness-participant pool of approximately 1,040 people, an initial target of 150 paying members would represent around 14.4% of this estimated pool. 
[bookmark: _Toc239818037]5.3 Market Segmentation and Target Customer
FitLife’s market can be segmented geographically, demographically, psychographic ally and behaviourally to identify customers whose needs, accessibility and purchasing circumstances align with its proposed hybrid fitness model. Geographically, the primary catchment is Levenshulme, with potential extension into neighbouring Manchester communities where customers can realistically access the facility. Levenshulme had a local population base of 19,647 people and 7,235 households for the 2021 Census, which is a significant amount of local population. (Manchester City Council, 2021). 
Manchester's population is relatively young, with the median age of 31, 61,887 aged between 20 and 24, 52,583 aged between 25 and 29 and 47,999 aged between 30 and 34 (Manchester City Council, 2021). This reinforces the importance of working age adults as a potential customer group, but again these are Manchester-wide and cannot be taken as being exactly representative of Levenshulme. Household structure also shows that 30.2% of Levenshulme's households are made up of one person, which could suggest a context that is relevant to flexible and person-centred leisure services, but does not constitute evidence of demand for FitLife (Manchester City Council, 2021).
FitLife's primary niche of consumers are those who have been accustomed to the value of health and wellbeing, convenience, personalised support and health and fitness experiences enabled by technology. This aligns with the broader significance of wearable technology and mobile workouts in modern-day fitness routines (ACSM, 2024).  FitLife's target demographic is digitally engaged working aged adults within and surrounding Levenshulme, who are looking for affordable, accessible and personalised fitness support. This is not a fictional character or a stereotyped archetype; it is a strategic segment based on real data.It's not a fictional character or a stereotyped archetype; it's a strategic segment based on real data. 
[bookmark: _Toc239818038]5.4 Pain Points, Unmet Needs and Demand
Conventional fitness provision now faces the possibility of engaging with technology-enabled exercise, which provides an important potential opportunity for FitLife. But these trends, alone, do not prove that local customers have a need for an AI-supported gym. Despite this, the UK's health and fitness activity does show high levels of engagement with formal fitness provision with 679 million health club visits in 2025, up 10% from the previous year and 12.2 million people with health club membership (ukactive, 2026). 
There are other clues of a potentially relevant customer preference, such as the case of technology adoption. This year, wearable tech and mobile exercise apps were two of the top fitness trends globally and data-driven fitness tech was also in the running (ACSM, 2024). This indicates that the importance of technology assisted exercise, progress monitoring and data-based training is growing in relevance for fitness consumers. Therefore, the opportunity for FitLife is reliant on whether or not customers are convinced that the combination of Technology enabled guidance, wearable integration and human coaching makes it valuable enough to be selected over other options they may have.
One of the important factors influencing demand is affordability. Gym membership is usually considered a discretionary expense; if your customer is pressed for cash, he or she might cut back on using the gym, opt for a cheaper service or exercise at home, using free fitness apps. It is an opportunity and a threat – FitLife may be able to overcome this by providing a more accessible and value-based membership option, offering the same physical infrastructure with the added benefit of some personalised digital support as opposed to just competing on price. 
The factors that are likely to be considered when switching include price, location, convenience, service quality, personalisation, technology and quality of customer support. Therefore, if FitLife is going to get people to switch, it needs to offer them something else in addition to the technology, something that's valuable for their customers. 
[bookmark: _Toc239818039]5.5 Economic and Geographic Conditions
Economic conditions are important because generally, gym membership is a discretionary purchase, and it is important to the demand for fitlife that it can be afforded and its price is seen as an important factor. The year-to-June rate of CPI inflation in 2026 was 2.6% and CPIH inflation was 2.8% (ONS, 2026). While inflation has slowed down from previous times, ongoing price rises can lead to limited disposable income and prompt consumers to go shopping for gym prices, cut down on discretionary spending or opt for a cheaper option. This presents a challenge for FitLife, as the price premium associated with the added utility of AI and wearable integration and human coaching could be difficult to maintain. 
The need for segmentation is further strengthened by the local socioeconomic conditions. The percentage of households in Levenshulme that are not deprived of anything was 39% in the 2021 Census, compared to 61% who were deprived of at least one thing (Manchester City Council, 2021). This reflects differences in household situation and affordability instead of consistent lack of affordability. Therefore, it would be inappropriate for FitLife to take the same approach with respect to ingness to pay and ability to pay among the local residents and should consider offering a variety of membership options.
Levenshulme's geographic population catchment is 19,647 residents plus an estimated 7,234 households, but should not be assumed as the total population catchment for Levenshulme (Manchester City Council, 2021). The realistic market can be expanded to adjacent communities which are convenient to reach the facility. The Bee Network is the integration of bus, tram, walking and cycling provision in Greater Manchester and planned accessibility improvements include step-free access at Levenshulme railway station (TfGM, 2026). Walking and cycling access is also promoted by local initiatives that are active in promoting active travel. 
[bookmark: _Toc239818040]5.6 Research Findings and Opportunity Synthesis
All in all, the current evidence suggests that FitLife Smart Gym is a market opportunity, not a commercial one, but one that can be considered if the company can make a few adjustments. Analysis shows that the UK fitness market has been and continues to be robust, with the number of people in health and fitness clubs now at 12.2 million and income in the sector at £6.5 billion by 2025 (ukactive, 2026). The population of the surrounding area is also significant, with Manchester having an initial catchment of 11,819, and Levenshulme having an initial catchment of 19,647 (Manchester City Council, 2026). The factors enhance both the potential size and the potential reach of the opportunity.
Additionally, the trend of wearable technology, mobile exercise apps, and data-driven training suggests positive prospects for FitLife's technology-driven offering (ACSM, 2024). But these are national and global trends and this doesn't mean that Levenshulme customers actively use AI-enabled gym offerings or overpay for them.  FitLife should therefore seek to do it at a low cost through sensible pricing of the value proposition, and conservative expectations of initial membership and demand before committing significant technology investment. In summary, the opportunity is most likely to materialise if FitLife is able to secure enough customers in the local market, retain them with strong loyalty, and prove that the added value of the integrated AI, the monitoring via the wearables and the human coaching is sufficient to compensate for the costs. 
[bookmark: _Toc239818041]Chapter 6:  Competitive Environment Analysis
[bookmark: _Toc239818042]6.1 Introduction
This chapter examines the competition which FitLife Smart Gym is facing and considers the external industry factors which impact on the potential for a sustainable position in the Levenshulme and wider Manchester catchment area. Competitor landscape analysis and Porter's Five Forces and PESTLE are used to determine the strength of the competition, external pressures and industry attractiveness (Porter, 1980, 2008). Competitor analysis sets the groundwork for comparing positioning, services, entry barriers and accessories, supplier and buyer power, and competition. Five Forces looks at competition, supplier power, buyer power, entry barriers, and substitutes. PESTLE is applied to determine external factors whose implications are direct to FitLife, selectively. Finally, the chapter outlines a number of key success factors and a likely differentiation opportunity that help inform the strategic analysis in Chapter 7.
[bookmark: _Toc239818043]6.2 Local Competitor Landscape
FitLife would go head to head with other gyms and fitness alternatives. The direct competitive set should represent the true catchment, not all fitness providers in Greater Manchester. The closest direct competitor is Jetts Levenshulme as they are physically situated on Stockport Road, near to Levenshulme station and are open 24/7. It now has a membership of £32.95 per month, together with unlimited classes and unlimited access. It also promotes connected equipment, personal trainers and a community-oriented environment (Jetts, 2026).
Another reason it's pertinent is that PureGym's gym in Manchester is near Levenshulme, offering a cheap alternative gym. PureGym's local locations include Manchester Debdale and Denton, with membership fees of £17.99 per month plus a joining fee. The gyms are open 24 hours a day, offer class-free contracts, over 220 pieces of equipment and over 50 classes a week through the appropriate facilities (PureGym, 2026).
Broad catchment also presents FitLife with the JD Gyms/Independent/leisure facilities. JD Gyms has multiple facilities within the Manchester area and competes on equipment, class and flexible memberships as well as relatively low costs (JD Gyms, 2026). Hussle is currently aware of the following facilities within the vicinity of Levenshulme that are listed as a maximum of 1–2 miles away Levenshulme High School Gym, Kingfisher Health Club, Platt Lane Sports Complex and Life Leisure Houldsworth Village, demonstrating that consumers have alternatives ranging from low-cost community facilities to higher-priced health clubs (Hussle, 2026).
[bookmark: _Toc239817781]Table 4.: Local Competitive Landscape
	Competitor
	Catchment relevance
	Indicative price
	Access/services
	Technology/PT
	Positioning

	Jetts Levenshulme
	Very high; physically in Levenshulme
	£32.95/month
	24/7, classes, connected equipment
	Connected equipment, PT
	Accessible 24/7 local gym

	PureGym
	High; Debdale/Denton serve nearby catchment
	From £17.99/month
	24-hour access, 220+ equipment, 50+ classes
	Digital membership infrastructure
	Low-cost/flexible

	JD Gyms
	Wider Manchester catchment
	From £26.99/month across Manchester*
	Equipment, classes, many 24/7 sites
	PT and fitness technology
	Value-focused full-service gym

	Levenshulme High School Gym
	Very high; local community facility
	Day pass £3.22 via Hussle
	Gym, sports facilities, classes
	Conventional/community provision
	Community/value

	Kingfisher Health Club
	Approx. 1.4 miles
	£66/month via Hussle
	Pool, sauna, spa, PT, classes
	Conventional premium services
	Premium health club



[bookmark: _Toc239818044]6.3 Competitor Strengths and Weaknesses
Each of the key rivals has a set of unique competitive assets. Jetts' advantage of location and convenience is particularly significant at its site in Levenshulme where access is available on a 24/7 basis and the site is close to the local railway station. It costs £32.95 per month for membership and a connection to other equipment and trainers extends the offering beyond access to equipment (Jetts, 2026).   The key to PureGym's proposition is that it's both very low cost and very flexible.  Other competitions are available in community and leisure facilities. 
[bookmark: _Toc239818045]6.4 Strategic Positioning
There are two aspects of the proposed competitive position: the price/accessibility, and the personalisation/technology integration. The proposed competitive position can be interpreted on two dimensions: price/accessibility and personalisation/technology integration. PureGym is in the value-priced, convenient end of the market, while Jetts offers on-demand pricing and classes, 24/7 access, and connected equipment. High quality health clubs like Kingfisher have a higher price with the wider facilities and services. 
[image: ]
[bookmark: _Toc239817800]Figure 1: Proposed Competitive Positioning Map


[bookmark: _GoBack](Source: Developed by the author based on industry data)
The map is a strategic proposition and not a calculated market space claim. Whether customers think the extra personalisation and technology is worth the price that FitLife is seeking for it determine its attractiveness.
[bookmark: _Toc239818046]6.5 Porter’s Five Forces
Porter's Five Forces provides a systematic assessment of the structural attractiveness of the fitness industry (Porter, 1980; 2008).
Competitive Rivalry — High
There is high competitive rivalry because there are many gyms that consumers can choose from with varying price points and service levels. Jetts is directly based in Levenshulme at £32.95/month, whilst PureGym has some low cost options nearby from £17.99/month. There are other leisure and health centres offering additional options (Jetts, 2026; PureGym, 2026; Hussle, 2026). The breadth of provision across the UK sector can also be seen with 5,842 health and fitness clubs. (ukactive, 2026). FitLife is therefore greatly competitive and can't just count on gyms for membership. 
Implication: It is imperative to differentiate through integrated service quality, personalisation and customer experience in a strategic manner.
Threat of New Entrants — Moderate
There is the possibility of entry, but it is not without friction. New Gyms need to have the right space, equipment, insurance, staff, technology, marketing and capital. An AI-powered model introduces additional requirements such as software integration, data governance, technology maintenance, and expertise with AI. But, it has been noted that there is still plenty of room for business in the UK fitness industry, with the total number of fitness clubs rising to 5,842 in 2025 (ukactive, 2026). 
Implication: There must be some capabilities that are hard to reproduce quickly, especially integrated customer data, service processes and customer relationships, that FitLife must have.
Buyer Power — High
Buyer power is high as the customer is able to compare prices of memberships and move to competing gyms. PureGym's contract-free agreement makes it clearly understood that customers can move or leave, while Jetts also advertises its contract-free agreements (PureGym, 2026; Jetts, 2026). 
Implication: FitLife has to prove value for the fee and retain people by providing progress, convenience and personal support.
Supplier Power — Moderate
Supplier power is different across resources. Typical gym apparatus can typically be obtained from many suppliers, which helps minimize reliance on individual suppliers. But expert AI software, integration with wearables and app structures and trained fitness experts can lead to increased dependence. The move to a different technology supplier may also lead to integration, training and data transfer expenses. This indicates that there is a moderate level of supplier power and not a uniformly high level. (ACSM, 2024). 
Implication: FitLife should have a flexible technology supply chain to not rely too heavily on any one technology vendor; and where possible, should negotiate contractual service levels, interoperability and alternative suppliers.
Threat of Substitutes — High
There is a high level of substitution pressure since there are fitness goals that can be achieved without a gym membership. Home workouts, free online content, mobile applications, outdoor exercise and wearable-led self-monitoring can all reduce the need for physical gym access. ACSM's ranking of wearable technology and mobile exercise applications demonstrates the increasing availability of technology-supported alternatives (ACSM, 2024). 
Implication: FitLife must offer benefits that substitutes cannot easily replicate, particularly the combination of physical facilities, human coaching, Proposed Digitally supported recommendations and accountability.
[bookmark: _Toc239818047]6.6 PESTLE Analysis
[bookmark: _Toc239817782]Table 5.PESTLE Analysis
	Factor
	Evidence and FitLife implication

	Political
	UK health and fitness services increasingly contribute to public health and physical activity objectives. The sector generated an estimated £7.5 billion in attributable social value in 2025, reinforcing the wider policy relevance of fitness participation (ukactive, 2026). 

	Economic
	Rising operating costs and cost-of-living pressures remain challenges for the fitness sector (ukactive, 2026). Implication: FitLife requires accessible/value-based pricing and careful control of technology, staffing and premises costs.

	Social
	Fitness participation is expanding, with 18% of UK over-16s holding health and fitness club memberships in 2025. The sector also reports changing motivations around activities, social interaction and wellbeing (ukactive, 2026). Implication: FitLife can emphasise health, consistency, accountability and community rather than equipment alone.

	Technological
	Wearable technology, mobile exercise applications and data-driven training technology are prominent fitness trends (ACSM, 2024). Implication: technology supports FitLife's proposed proposition but creates investment, reliability and obsolescence risks.

	Legal
	Fitness and wearable data can involve personal and potentially health-related information. The ICO notes that data from wearable devices may constitute health data depending on context and purpose, with additional safeguards required for special-category data (ICO, 2022). 

	Environmental
	A physical gym is exposed to energy, equipment and resource-use requirements. Implication: energy-efficient equipment, responsible maintenance and resource management can reduce operating costs while supporting sustainability expectations.



PESTLE therefore reinforces the conclusion that FitLife's opportunity is supported by social and technological developments but constrained by economic, legal and operational requirements.
[bookmark: _Toc239818048]6.7 Key Success Factors and Industry Attractiveness

The analysis identifies five priorities rather than treating all success factors as equally important.
[bookmark: _Toc239817783]Table 6.Key Success Factors
	Priority
	Key success factor
	How FitLife should secure it
	Measurement

	1
	Customer retention
	Personalised goals, progress monitoring and human support
	Monthly retention/churn

	2
	Technology reliability
	Supplier testing, maintenance and service-level agreements
	System uptime/error rate

	3
	Value-based pricing
	Tiered memberships and regular price/value testing
	Conversion and churn

	4
	Qualified trainers
	Appropriate recruitment, training and CPD
	Qualification and customer-performance measures

	5
	Trust and data privacy
	Consent, governance, security and transparent data practices
	Data incidents/complaints



The industry is therefore conditionally attractive. The positive case is supported by an established market, rising participation and growing technology adoption. UK membership reached 12.2 million in 2025 and visits reached 679 million, while wearable technology and mobile exercise applications remain prominent fitness trends (ukactive, 2026; ACSM, 2024). 
[bookmark: _Toc239818049]6.8 Market Gaps and Strategic Implications
The competitive analysis does not create a UNSERVED market. Many of the components of FitLife's offer are already being provided by existing providers. For instance, Jetts is a company that offers 24/7 access, classes, connected equipment, and personal trainers, whereas PureGym offers low-cost access, equipment, classes, and flexible membership (Jetts, 2026; PureGym, 2026). The potential opportunity is, therefore, more of a niche space than a validated opportunity. FitLife envisions a Digital fitness support experience, Wearable fitness support monitoring, human fitness support coaching, and physical fitness support access, all wrapped in a single fitness support experience. 
[bookmark: _Toc239818050]6.9 Chapter Summary
According to the analysis, FitLife would be in a very competitive, yet potentially lucrative fitness landscape. The local convenience that Jetts offers is comparable, while offer alternatives through price and service, such as PureGym. Buyer power and substitution threats are strong and entry and supplier barriers are moderate. This therefore would make it difficult to compete mainly on price. FitLife's differentiation is rather in the combination of Digital fitness support, monitoring of wearables and human coaching. This conditional differentiation with trustworthy technology and trainers, value-based pricing, retention and robust data governance gives Chapter 7 the strategic base to build on.



















[bookmark: _Toc239818051]Chapter 7: Business Strategy
[bookmark: _Toc239818052]7.1 Introduction and Strategic Framework
Chapter 7 converts the market opportunity and competitive evidence discovered in Chapters 5 and 6 into a sensible business plan for FitLife Smart Gym. Strategic management should match the features of the environment and the organisation's internal resources and capabilities (Barney, 1991). Therefore, VRIO evaluate the resources and capabilities that Vrio make for FitLife, and SWOT combined factors of strength and weaknesses of FitLife with opportunity and threat of external factors. The chapter then back up the strategic selection, competitive positioning, unique selling proposition (USP) and value proposition. Finally, how FitLife can achieve the critical success factors necessary to establish and maintain competitive advantage, especially in the areas of technology, personalisation, service quality and customer retention (Porter, 1985) discussed.
[bookmark: _Toc239818053]7.2 Strategic Situation: External Analysis
FitLife's external indicators suggest that there are opportunities and important strategic constraints in the market it serves. Chapter 5 had already pointed to the potential for convenient, personalised and digitally supported fitness services, especially for customers with an interest in technology-supported monitoring and flexible access to fitness services. The increasing prominence of wearable technology, mobile exercise applications and data-driven training indicates favourable conditions for technology-supported fitness services (ACSM, 2024)
There is also a strong competitive pressure problem due to the competitive environment found in Chapter 6. Low-cost gyms and alternatives that are accessible make it hard for a new gym to compete on price, create choice for customers, and strengthen the buyer's power. Porter (1985) suggests that differentiation is a way of building competitive advantage which is other than cost based. FitLife means personalisation, service level, human coaching and technology combination should be the foundation of strategic positioning.
Economic conditions are also a restriction and a consideration. As consumers become more price-conscious due to inflation and cost of living pressures, they demand low-cost and flexible memberships to gain access to discretionary fitness services.
[bookmark: _Toc239818054]7.3 Internal Analysis: VRIO
To determine if the proposed resources and capabilities of the company, FitLife, can create a competitive advantage, the VRIO framework was used to assess whether the resources and capabilities are valuable, rare, difficult to imitate, and have the right organisational arrangements (Barney, 1991).
[bookmark: _Toc239817784]Table 7.Internal Analysis: VRIO
	Resource/Capability
	Valuable?
	Rare?
	Difficult to imitate?
	Organised?
	Strategic implication

	Digital fitness support
	✓
	Potentially
	Potentially
	To be developed
	Potential advantage

	Wearable integration
	✓
	Partly
	No/partly
	To be developed
	Temporary advantage

	Human coaching
	✓
	No
	No
	Yes
	Competitive parity

	Integrated physical + digital model
	✓
	Potentially
	Potentially
	To be developed
	Potential differentiation

	Customer data capability
	✓
	Potentially
	Potentially
	Requires governance
	Potential advantage

	Local accessibility
	✓
	Locationally
	Potentially
	Yes
	Local advantage

	Qualified trainers
	✓
	No
	No
	Yes
	Competitive parity

	Brand reputation
	New venture
	No
	No
	Developing
	Weak initially


Digital fitness support is useful because it could empower FitLife to scale up their recommendations and progress monitoring. But that's the technology of AI itself that is so widely available that it shouldn't automatically seem rare and difficult to copy. The promise is to be able to merge Digital recommendations with the physical gym and coaching with wearables – into one customer experience. Wearable integration can reinforce monitoring and personalisation but is only partially unique due to the emergence of similar connected devices and services compatible with wearables. 
There are human coaches and qualified trainers that are valuable, but relatively common in the fitness industry. They are not likely to build a competitive advantage, but they  more likely to build a competitive parity.  FitLife should not treat AI, wearable technology or qualified trainers as independently sustainable sources of competitive advantage. 
[bookmark: _Toc239818055]7.4 SWOT Analysis
FitLife Smart Gym’s strategic position can be synthesised through a SWOT analysis, bringing together the internal capabilities identified through VRIO and the external conditions established in Chapters 5 and 6. To avoid repeating the detailed market and competitive analysis, the SWOT highlights the factors that are most pertinent to strategic decision making.
Strengths. The big idea of FitLife is the proposed synergy of physical and digital fitness provision. Digital fitness support can help offer more personalised exercise recommendations, and wearable-supported monitoring can offer customers greater visibility of their progress. These can be enhanced through qualified human coaching that can offer accountability and professional supervision. Local accessibility is also particularly relevant as the proposed model is based on customers in a realistic catchment of Levenshulme and surrounding areas in Manchester. 
Weaknesses. FitLife is a start-up and therefore have no brand name and no customer base. The model proposed along this technology might also need a lot of technology, app infrastructure, wearable integration and maintenance. Leveraging the expertise of trained trainers adds to the capability requirement, and customer-data governance places operational and compliance responsibilities. These strengths indicate that there is a need to keep the venture from being overly complicated during the start-up and focus on features that are most valued by the customer.
Opportunities. As the digital fitness becomes increasingly relevant, the use of wearable technology and personalised exercise, there is an opportunity for FitLife to deliver a unified ‘hybrid’ experience, incorporating physical and digital components (ACSM, 2024). The recommendations in Chapter 5 for focusing on a local market opportunity also support a narrow focus, specifically with regard to customers who appreciate convenience, personalisation and technology enabled progression.
Threats. FitLife has competitors like PureGym and Jetts, as well as price competition from other gyms and home workouts and free online fitness videos. Customers may be less ing to spend money if they are facing economic pressures, and run a higher risk of obsolescence if they find themselves involved in fast changing technology. Data protection demands an on-going governance obligation too.
Strategic meaning. The SWOT suggests that the most likely path for FitLife is to leverage its one-stop solution of tech support and human support, and not compete directly in price. The approach is contingent on controlling technology and staffing costs and proving there is enough customer appetite to embrace and pay for the service being offered, however. 
[bookmark: _Toc239818056]7.5 Strategy Selection
The strategic options are examined in terms of suitability, feasibility and acceptability and the chosen strategy is based on the evidence provided in Chapters 5 and 6 and not just strategic choice. This is in line with studies that have revealed that generic strategies can have different performance implications depending on their configuration and competitive context (Lee, Hoehn-Weiss and Karim, 2021).
[bookmark: _Toc239817785]Table 8.Strategy Selection
	Strategic option
	Suitability
	Feasibility
	Acceptability
	Decision

	Cost leadership
	Low
	Low
	Moderate
	Reject

	Broad differentiation
	Moderate
	Moderate/Low
	Moderate
	Reject

	Focused differentiation
	High
	Conditional
	High if value is demonstrated
	Select


The cost leadership suitability is low since Fit Life would face competition from other well-established, low cost providers that have larger scale and volume buying power. The AI, wearable integration, physical infrastructure, and the presence of qualified coaches also necessarily add to the technology and staffing expenses which makes it hard to maintain low-cost positioning in the long run. (Lee, Hoehn-Weiss and Karim, 2021).
Moderate differentiation is suitable as technology-based personalisation may be attractive to a wider Manchester market. But the wide targeting would mean an increase in marketing, customer acquisition and operational resources, which makes the feasibility for a new business a concern. While wearable technology and mobile exercise applications continue to be dominant fitness trends, just having them doesn't mean that customers pay for them (ACSM, 2025; ACSM, 2026).
The most effective strategic fit is achieved through focused differentiation. It enables FitLife to focus its efforts on working age adults in Levenshulme, and the realistic surrounding catchment, who are digital savvy, prefer convenience, personalisation, progress monitoring and human support. The strategy is feasible conditionally, depending on ingness to pay, controlled technology costs, qualified trainer availability, customer acquisition and retention.
Strategic decision: FitLife should therefore pursue focused differentiation, using an accessible/mid-market position supported by Digital fitness support, wearable monitoring and qualified human coaching. However, this is a testable strategic proposition rather than a guaranteed competitive advantage. Customer ingness to pay, technology economics, staffing capability and retention should be validated through the financial and implementation analysis in Chapters 9–11.
[bookmark: _Toc239818057]7.6 Strategic Positioning 
FitLife adopted an accessible/mid-market positioning rather than competing primarily on the lowest membership price. This reflects the competitive pressure created by established low-cost gyms and FitLife’s higher costs associated with technology, equipment and qualified human support. The proposed position combines high personalisation, technology integration and human coaching to create greater perceived customer value. Digital supported recommendations and wearable-supported progress monitoring complemented by trainers who provide professional guidance, accountability and oversight. This integrated proposition supports the focused-differentiation strategy selected in Section 7.5. Therefore, FitLife not compete primarily by being the cheapest gym; it competes by offering greater integrated customer value (Porter, 1985; Teece, 2018).
[bookmark: _Toc239818058]7.7 USP and Value Proposition
FitLife's proposed USP is the integration of AI-assisted personalised fitness guidance, wearable-supported progress monitoring and qualified human coaching within a convenient physical and digital fitness experience. An experience of a smart-gym where the Digital technology assists the users with customised fitness tracking, data collection through their wearables and human coaching, all wrapped up in an integrated physical and digital fitness space
This proposition responds to several customer needs identified in the preceding analysis
[bookmark: _Toc239817786]Table 9.The preceding analysis
	Customer issue
	FitLife response
	Customer benefit

	Generic workout guidance
	Digital fitness support
	More relevant guidance

	Motivation and consistency problems
	Progress tracking and coaching
	Greater accountability

	Fragmented fitness experience
	Gym + app + wearable integration
	Greater convenience

	Limited human support
	Qualified trainers
	Trust and professional guidance

	Difficulty monitoring progress
	Wearable integration
	Better progress monitoring


The value proposition is therefore that of furnishing personalised, convenient and accountable fitness services, instead of just gym equipment. Customers would be provided with digital guidance and human interactions available to complement the technology, not replace it.
This separation is a strategic one. AI, wearable and mobile applications are not standalone resources. One of the differentiators for FitLife could be the amalgamation of these components with the physical elements and human coaching within the same customer journey. 
[bookmark: _Toc239818059]7.8 Competitive Advantage
FitLife’s potential competitive advantage should not be attributed automatically to individual resources such as AI, wearable technology or human trainers. Digital technology is becoming ever more available and competitors can also buy or develop wearable technology and qualified fitness professionals. These resources can, therefore, be considered valuable but weak stand-alone sources of sustainable advantage. The strategic implication is which is how FitLife brings them together in a seamless customer experience.
While digital fitness support can enhance the relevance of exercise recommendations, Imitation AI is not necessarily uncommon and hard to beat. However, wearable integration can be used to reinforce progress monitoring, and is becoming more common throughout the fitness industry. While human coaching provides accountability, expertise and reassurance, competing gyms can also hire qualified trainers as well. Thus, the better potential source of differentiation is the combination of all these features in one physical and digital service system.
This holistic model has the potential to generate competitive advantage if the Digital recommendations, information collected by the wearables, trainers' knowledge and experience, and customer data and gym-based services work together complementarily. The resulting customer experience may be more difficult to replicate quickly because imitation would require competitors to develop not only technology but also compatible service routines, employee capabilities, customer relationships and supporting data processes (Barney, 1991; Teece, 2018). 
FitLife should therefore strengthen this potential advantage through customer-data capability, consistent service routines, trainer expertise, customer relationships, retention and continuous improvement. These mutually reinforcing capabilities can increase the difficulty of imitation over time and support the focused-differentiation strategy selected in Section 7.5.
[bookmark: _Toc239818060]7.9 Key Success Factors
The strategy depends on five prioritised key success factors. These factors represent strategic priorities rather than resolved assumptions and must be tested through the financial, operational and implementation analysis in Chapters 9–11.
[bookmark: _Toc239817787]Table 10.Key Success Factors
	Priority
	Key success factor
	How FitLife should secure it
	Measure

	1
	Customer retention
	Personalised goals, progress tracking and human coaching
	Retention rate/churn

	2
	Technology reliability
	Testing, maintenance, monitoring and supplier SLAs
	System uptime/error rate

	3
	Value-based pricing
	Tiered membership and systematic price/value testing
	Conversion and churn

	4
	Qualified trainers
	Careful recruitment, training and continuing professional development
	Trainer performance/customer feedback

	5
	Trust and data privacy
	Explicit consent, governance, security and transparent data practices
	Data incidents/complaints


Customer retention is the highest priority because the business model depends on recurring membership revenue. Personalisation, progress monitoring and coaching should therefore be designed to create continuing customer value. Technology reliability is equally important because failures in the app, wearable integration or AI-supported service could undermine customer trust. Value-based pricing must balance customer affordability with FitLife’s higher delivery costs, while qualified trainers provide the human oversight necessary to complement technology. Finally, trust and data privacy are essential because the proposed model involves customer and potentially health-related information.
These success factors should not be considered fully established at this stage. Chapter 9 should challenge pricing and financial considerations, Chapter 10 should challenge operational and resource considerations, and Chapter 11 should challenge implementation and control considerations. 



[bookmark: _Toc239818061]Chapter 8:  Business Model Canvas
[bookmark: _Toc239818062]8.1 Model Overview and Strategic Alignment
FitLife Smart Gym's narrow differentiation strategy is translated into an integrated model of value creation, delivery and capture, called the Business Model Canvas (BMC). The framework links customer segments and value propositions with channels, relationships, revenue streams, resources, activities, partnerships and costs (Osterwalder and Pigneur, 2010). For FitLife, this is particularly important because the proposed model combines a physical gym with Digital fitness support, wearable-supported monitoring and qualified human coaching. Technology is commercially relevant because wearable technology remains the number-one fitness trend for 2026, while data-driven technology continues to feature prominently in industry trends (ACSM, 2025).
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[bookmark: _Toc239817801]Figure 2: FitLife Smart Gym Business Model Canvas
Source: Adapted from Osterwalder and Pigneur (2010), developed by the author.
In this proposal, the BMC is used as an applied planning framework rather than simply as a descriptive model. The nine components are used to test whether FitLife’s target customers, differentiated value proposition, delivery channels, resources, activities, partnerships, revenue model and cost structure are mutually consistent (Osterwalder and Pigneur, 2010).
[bookmark: _Toc239818063]8.2 Customer Segments and Value Proposition
FitLife’s primary customer segment is adults approximately 20–34 years old living in Levenshulme and realistically accessible neighbouring Manchester catchments who are fitness-oriented or seeking regular exercise, digitally receptive, interested in personalised guidance and progress monitoring, and able to allocate discretionary income to an accessible/mid-market membership. This is because this segment is one that is defined geographically, demographically, behaviourally and importantly by affordability, instead of just being described as ‘digitally savvy working age adults’. The segment is also aligned to evidence that fitness-app users are younger, and urban, but as is the case with assumptions about ingness to pay and AI adoption in Levenshulme, this needs to be confirmed (ACSM, 2026).
FitLife’s value proposition addresses the potential limitations of generic gym access and fragmented fitness support. Customers receive physical gym access combined with Digital supported recommendations, wearable integration, progress monitoring, qualified trainer support and digital engagement. This segment reflects the market segmentation and targeting analysis developed in Chapter 5 and the positioning strategy discussed in Chapter 7. 
[bookmark: _Toc239818064]8.3 Channels and Customer Relationships
FitLife used digital and physical channels throughout the customer journey. Awareness can be generated through Instagram, Facebook, local digital advertising, community partnerships and referrals. Customers can evaluate the service through the website, app demonstrations, introductory sessions and trial offers before purchasing through the website, app or gym reception. Service delivery occurs through the physical gym and supporting mobile platform, including wearable integration.
Customer relationships combined personal assistance and technology-enabled self-service. On boarding, fitness assessment and trainer consultations provide human support, while Digital supported recommendations, progress dashboards and reminders provide continuous digital engagement. Feedback mechanisms, community activities, progress reviews and renewal incentives can support retention. 
[bookmark: _Toc239818065]8.4 Revenue Streams and Membership Model
The principal revenue stream recurring membership income supported by a tiered model:
[bookmark: _Toc239817788]Table 11.Revenue Streams and Membership Model
	Tier
	Target customer
	Principal features

	Essential
	Price-conscious primary customers
	Gym access, app access and basic progress tracking

	Smart
	Digitally receptive regular users
	Essential features plus Digital personalisation, wearable integration and enhanced progress monitoring

	Smart Plus
	Customers seeking greater support
	Smart features plus regular trainer consultation and enhanced coaching


This enables FitLife to realize its focused differentiation while still meeting different ingness-to-pay levels. The financial evaluation of the proposed prices: £24.99 for Essential, £34.99 for Smart, £49.99 for Smart Plus is presented in Chapter 9 against competitor benchmarks, operating costs and the available evidence on customer ingness to pay.
For planning purposes, FitLife assumes approximately 150 active members at launch, 500 active members as an intermediate Year 1 milestone, and approximately 600 active members as the Year 1 closing target. The longer-term planning assumptions are 900 members in Year 2, 1,200 in Year 3, 1,500 in Year 4 and 1,800 in Year 5. These are management planning assumptions and not necessarily firm demand and validated with customer acquisition, retention and capacity data.
[bookmark: _Toc239818066]8.5 Key Resources, Activities and Partnerships
The physical spaces, the equipment, the mobile application, the proposed Digital functionality, the wearable integration, the qualified trainers, the customer-data capability, the finance and brand, the wearable integration, the qualified trainers and the customer-data capability are key resources. For a new venture, like FitLife, most of these resources are proposed resources and need to be acquired or developed.
The main activities involve: Customer on boarding and fitness assessment, Proposed Digitally supported recommendation, wearable-data monitoring, Trainer review and oversight, personalised coaching, progress tracking, Equipment maintenance, marketing, retention and technology testing. Also key is data governance, as fitness-tracker data can be health data if it is of a particular type and context, and thus need to be better protected (ICO, 2024). Trainer oversight is additionally crucial given that Digital should complement, not supplant, qualified human judgement.
Key partnerships encompassed AI/Software providers, wearable/APP providers, equipment suppliers, payment providers, insurers and possibly local/community organisations. The benefits of these partnerships include access to specialist capabilities and the minimisation of the need for FitLife to develop all their resources in-house, whilst maintaining control on dependency and integration costs.
[bookmark: _Toc239818067]8.6 Integration, Assumptions and Conclusion
The Business Model Canvas reveals that FitLife's nine business-model elements are in line with a narrow differentiation offer. The key values for the defined target customer are convenience, personalization and accountability, therefore, the AI value proposition, the integration into wearables and the human coaching. They are communicated via the gym, app and digital and supported by on boarding, coaching and progress relationships. The proposition requires premises, trainers, technology and data (capability) to deliver and key activities and external technology/equipment partnerships to make the proposition operational. Thus, the model is strategically consistent, but it still depends on certain conditions. Success is largely reliant on customer ingness to pay, reliability of technology, trainer capability and retention and effective data governance. These assumptions need to be tested financially and operationally through Chapters 9 – 11.
[bookmark: _Toc239818068]Chapter 9:  Financial, Marketing and Sales, and Human Capital Management Plan
[bookmark: _Toc239818069]9.1 Integrated Plan Overview
This chapter transform the focused differentiation strategy into a financial, marketing/sales plan and a human-capital plan for FitLife Smart Gym. The financial model shows the viability of recurring membership income to cover premises costs, staffing, tech costs and customer-acquisition costs and the marketing and sales plan provides customer-acquisition assumptions to the revenue forecast. Human-capital needs are linked to membership volume and service workload, enabling workforce capacity to increase in line with customer demand.
The financial model is based on the three membership tiers outlined in Chapter 8 – Essential, Smart and Smart Plus. All numerical figures used in this chapter are planning assumptions rather than firm commitments and should be validated through supplier quotations, premises negotiations, competitor monitoring and, where feasible, pilot trading before significant investment is undertaken (Burns, 2022).
[bookmark: _Toc239818070]9.2 Financial Plan
Financial assumptions
The financial model assumes approximately 150 active members at launch, increasing towards an intermediate management milestone of 500 active members during Year 1 and reaching approximately 600 active members by the end of Year 1. The 500-member figure is therefore treated as a growth milestone rather than an additional year-end forecast. Using a linear growth assumption between 150 and 600 members, the average number of active members during Year 1 is approximately 375. The Year 1 growth assumption is dependent on customer acquisition, retention and the capacity of the premises, equipment and staffing model to support increasing membership volumes (Kotler and Keller, 2016).
With the assumptions of 150 active members at launch and 600 active members at the end of Year 1, FitLife assumes 600 gross new memberships during Year 1. This implies approximately 150 membership cancellations or churned memberships over the year: 150 opening members + 600 gross new memberships − 150 churned memberships = 600 closing active members.
There are three levels of membership – Essential (£24.99 per month), Smart (£34.99 per month) and Smart Plus (£49.99 per month). Assuming the 40% of sales for Essential, 45% for a Smart and 15% for a Smart Plus, the weighted average monthly membership value approximately £33.24. Such pricing puts FitLife in a middle ground between the low cost provision of gyms and premium services offered by health clubs, with further value added from digital tracking, wearable integration, and qualified human coaching. The proposed pricing puts FitLife in the middle of low cost gym provision and more premium fitness/health-club services. Competitor pricing gives a good market positioning indicator: Jetts charges around £32.95 per month for membership, PureGym Manchester Debdale charges around £17.99 per month (Jetts, 2026; PureGym, 2026). FitLife thus aims to deliver added value with digital progress monitoring, wearable integration and certified human coaching in the mid-market price range, to make its offering worth for its pricing. Therefore, FitLife is looking to add value with wearable integration, qualified human coaching and digital progress monitoring, in order to make its offering worth for the mid-market price point.
Start-up investment and funding
The estimated start-up requirement is £180,000, subject to quotations and premises negotiations.
[bookmark: _Toc239817789]Table 12: Start-up Investment and Funding
	Start-up requirement
	Planning assumption

	Premises deposit and initial fit-out
	£40,000

	Gym equipment and installation
	£55,000

	Digital app/platform implementation
	£20,000

	Wearable and technology integration
	£10,000

	Branding, website and launch assets
	£7,000

	Legal, insurance, registration and professional costs
	£6,000

	Recruitment and pre-opening training
	£7,000

	Pre-launch marketing
	£10,000

	Initial working capital and contingency
	£25,000

	Total
	£180,000


Note: Of the £180,000 initial funding requirement, approximately £155,000 represents pre-opening/start-up expenditure, while £25,000 represents opening working capital and contingency. These amounts must be treated separately in the cash-flow forecast.
Operating cost structure
Base-year fixed and semi-fixed operating costs are estimated at £229,000, comprising premises (£45,000), staffing (£105,000), technology/software (£18,000), utilities (£15,000), insurance (£5,000), recurring marketing (£24,000), maintenance (£10,000) and administration/professional costs (£7,000). Payment processing and technology and consumables related to the members are assumed to be a variable cost of £4.50 per active member per month.
Staffing cost should cover salary/wages, employer's National Insurance, workplace-pension contributions and any other costs associated with the employment. The £105,000 assumption for staff in Year 1 should be confirmed with the actual number of staff, contracted hours, founder/manager salary and support needed in peak periods prior to launch (HMRC, 2026; DWP, 2026).
Revenue and profitability forecast
Revenue is calculated as average active memberships multiplied by £33.24 and twelve months.
[bookmark: _Toc239817790]Table 13: Revenue and Profitability Forecast
	Year
	Average Members
	Revenue
	Variable Cost
	Fixed/Semi-fixed Costs
	Operating Result

	Year 1
	375
	£149,580
	£20,250
	£229,000
	(£99,670)

	Year 2
	750
	£299,160
	£40,500
	£251,450
	£7,210

	Year 3
	1,050
	£418,824
	£56,700
	£280,959
	£81,165

	Year 4
	1,350
	£538,488
	£72,900
	£311,027
	£154,561

	Year 5
	1,650
	£658,152
	£89,100
	£341,158
	£227,894


The revised model indicates a substantial Year 1 operating deficit followed by a modest operating surplus in Year 2. The result demonstrates that FitLife’s viability is highly sensitive to the pace of member acquisition, retention and the timing of additional staffing and operating expenditure.
Break-even and sensitivity
At a weighted average membership value of £33.24 and variable cost of £4.50, the contribution is £28.74 per member per month. Using Year 1 fixed costs of £229,000, the indicative break-even level is approximately:
Break-even members = £229,000 ÷ (£28.74 × 12) ≈ 664 average active members.
Based on Year 1 fixed costs, the indicative break-even point is approximately 664 average active members. This is above the Year 1 average assumption of 375 members but below the planned Year 2 average of 750 members. However, because fixed and semi-fixed costs increase as the business scales, the break-even requirement should be recalculated for each financial year rather than treated as a constant figure. Under the Year 2 cost base, the business would require approximately 729 average active members to break even. Therefore, the Year 2 forecast of 750 average members produces only a modest operating surplus.
[bookmark: _Toc239818071]9.2.1 Quantified Sensitivity Analysis
[bookmark: _Toc239817791]Table 14: Quantified Sensitivity Analysis
	Scenario
	Average Members
	Annual Revenue
	Variable Cost
	Fixed/Semi-fixed Costs
	Operating Result

	Downside
	525
	£209,412
	£28,350
	£251,450
	(£70,388)

	Base case
	750
	£299,160
	£40,500
	£251,450
	£7,210

	Upside
	900
	£358,992
	£48,600
	£251,450
	£58,942


The downside, base-case and upside scenarios are planning scenarios used to test the sensitivity of profitability to different membership volumes. They should not be interpreted as forecasts of guaranteed demand. The scenarios assume the same Year 2 fixed-cost base and therefore isolate the effect of membership volume on operating performance.
[bookmark: _Toc239818072]9.2.2 Cash-flow Forecast
The £180,000 initial funding must first cover approximately £155,000 of pre-opening expenditure, leaving £25,000 opening working capital.
[bookmark: _Toc239817792]Table 15: Five-Year Cash-flow Forecast
	Cash-flow item
	Pre-opening
	Year 1
	Year 2
	Year 3
	Year 4
	Year 5

	Initial funding
	£180,000
	–
	–
	–
	–
	–

	Pre-opening/start-up expenditure
	(£155,000)
	–
	–
	–
	–
	–

	Opening working capital
	£25,000
	–
	–
	–
	–
	–

	Membership cash receipts
	–
	£149,580
	£299,160
	£418,824
	£538,488
	£658,152

	Operating cash costs
	–
	(£249,250)
	(£291,950)
	(£337,659)
	(£383,927)
	(£430,258)

	Capital expenditure
	–
	£0
	£0
	£0
	£0
	£0

	Net operating cash flow
	–
	(£99,670)
	£7,210
	£81,165
	£154,561
	£227,894

	Closing cash balance
	£25,000
	(£74,670)
	(£67,460)
	£13,705
	£168,266
	£396,160


Note: The £180,000 initial funding is shown separately from the £155,000 pre-opening/start-up expenditure. The remaining £25,000 represents opening working capital. No further capital expenditure is assumed during Years 1–5 because the model assumes that initial equipment and technology investment is incurred before opening.
With the current assumptions, the £25,000 opening working-capital provision is insufficient to absorb the Year 1 operating cash deficit of £99,670, resulting in a projected closing cash shortfall of £74,670. Therefore, at least £74,670 of additional funding would be required to avoid a negative cash position, subject to confirmation through monthly cash-flow forecasting.


[bookmark: _Toc239818073]9.3 Marketing and Sales Plan
Segmentation, targeting and positioning
The primary target segment comprises adults aged approximately 20–34 living in Levenshulme and surrounding areas of Manchester. The segment likely consist of consumers who are fit-conscious and digitally receptive consumers who value measurable fitness progress and digital convenience. FitLife target customers seeking an attainable mid-market gym proposition rather than either a basic low-cost gym or a high-priced health club. This segmentation supports the development of a focused value proposition and marketing mix (Kotler and Keller, 2016).
The FitLife serve as an intelligent, technology-enriched fitness centre that offers users an array of convenient features and tools, customised progress tracking, wearable integration, and trained human coaching. The main message should focus on “smarter personalisation with human support” – which reinforces that it is not technology that replaces professional trainers.
Marketing mix
There are 7Ps that form the operational marketing framework. Product includes access to the gym, mobile digital support, progress monitoring, and wearable-supported tracking and trainer-reviewed recommendations. Price uses the £24.99, £34.99 and £49.99 tiers. Place is the physical building of Levenshulme gym along with mobile and digital. Instagram, Facebook, Google/local search, local partnerships, referrals and community engagement are all key areas of focus for promotion. Individuals are trained and face to face staff members accountable and professional in guidance.
Customer acquisition and sales funnel
The sales funnel operates as:
Local awareness → digital engagement → lead/trial → fitness assessment → membership conversion → on boarding → retention → referral.
The Year 1 marketing budget is £24,000. The planning assumption of 2,000 qualified leads and a 30% conversion rate generates 600 gross new memberships.
[bookmark: _Toc239817793]Table 16: Year 1 Marketing Budget and Acquisition Funnel
	Channel
	Budget
	Expected Leads
	Conversion
	New Members

	Meta/Instagram/Facebook
	£9,000
	750
	30%
	225

	Google/local search
	£5,000
	400
	30%
	120

	Local partnerships
	£4,000
	350
	30%
	105

	Referral/community activity
	£3,000
	300
	30%
	90

	Content/launch activity
	£3,000
	200
	30%
	60

	Total
	£24,000
	2,000
	30%
	600


The £40 acquisition cost is £24,000 / 600 gross new memberships. However, gross acquisitions shouldn't be used to mistake for active membership due to churn. The previous model implies that if FitLife starts with 150 members, gains 600 and ends with 600 active members, it implies 150 lose their membership during Year 1:
Closing active members = Opening members + New members − Churned members.
Progress reports, trainer check-ins, personalised goals, reminders in the app, community activities, and suitable renewal incentives should all be incorporated into retention activities. 
[bookmark: _Toc239818074]9.4 Human Capital Management Plan
The membership trajectory is conditional on sufficient premises capacity, equipment availability, trainer capacity and customer-service resources. Membership targets should therefore be reviewed against actual attendance patterns, peak-time utilisation, equipment demand, trainer workload and on boarding capacity rather than treated as demand guarantees. FitLife operate with a lean organizational structure which consists of a founder/general manager, qualified fitness trainers, customer-service/front-of-house staff, and accounting, legal and selected technology, as appropriate, outsourced. 
Qualifications that are recognised for fitness, customer-service skills, digital confidence and the ability to interpret digital progress information should be prioritised during recruitment. Health and safety, safeguarding, customer service, app and wearable systems, data protection and human oversight of digitally supported services should all be included in training.
[bookmark: _Toc239817794]Table 17: Workforce Scaling Plan
	Year
	Average Members
	Staffing Requirement
	Indicative Employment Cost

	Year 1
	375
	Founder/General Manager + 2 FTE trainer/customer-service roles + limited peak support
	£105,000

	Year 2
	750
	Founder/General Manager + 3 FTE roles + additional peak support
	£120,000

	Year 3
	1,050
	Founder/General Manager + 4 FTE roles + increased front-of-house support
	£140,000

	Year 4
	1,350
	Founder/General Manager + 5 FTE roles + dedicated peak-period support
	£160,000

	Year 5
	1,650
	Founder/General Manager + 6 FTE roles + expanded operational support
	£180,000


Note: Employment costs are indicative planning assumptions and should include salaries/wages, employer National Insurance, workplace-pension contributions and other relevant employment costs. The assumptions should be validated against actual contracted hours, founder/manager remuneration and peak-period staffing requirements before launch (HMRC, 2026; DWP, 2026).
The Year 1 employment-cost assumption should be supported by an appendix calculation showing founder/manager remuneration, trainer/customer-service salaries, contracted hours, employer National Insurance, workplace-pension contributions and limited peak-period support.
[bookmark: _Toc239818075]9.5 Integration, Scalability and Conclusion
The financial, marketing and human-capital plans form one integrated operating system. Qualified leads come from Marketing, turn into memberships for Sales, turn into recurring revenues for the retained memberships, and membership growth adds staffing and service needs. 
The corrected model suggests a Year 1 operating loss of around £99,670 and the break-even requirement of around 664 members on average. At 750 average members, Year 2 generates only a modest operating surplus of £7,210. The cash-flow analysis reveals, however, that the first year £25,000 working capital provision is not enough to cover the first year's deficit.   The overall conclusion is therefore a Conditional GO: Detailed implementation of the membership model and supplier/premises validation should be carried out if appropriate funding is available, the membership model has been tested and customers' retention is being monitored and staffing is scaled according to the service demand.


[bookmark: _Toc239818076]Chapter 10: Operations Plan
[bookmark: _Toc239818077]10.1 Operating Model, Scope and Frameworks
FitLife Smart Gym a physical-digital fitness and wellness service in Levenshulme, Manchester. The operating model includes gym space, trained human coaches, integration of wearable technology, digital membership management and technology-driven personalisation. Business Model Canvas ensures that all the elements that constitute the business model are aligned and process mapping can be used to identify the dependency of processes and possible bottlenecks (Osterwalder and Pigneur, 2010; Slack et al., 2022). The operating model is intended to be flexible for the projected membership growth in Chapter 9, and staffing and technology capacity increases with membership growth.
[bookmark: _Toc239818078]10.2 Operational Workflow and Capacity
The customer journey carefully orchestrated:
Marketing → Registration → Consent and Health Screening → Fitness Assessment → Goal Setting → Programme SetUp → Gym/Coaching → Wearable and Digital Monitoring → Trainer Review → Progress Review → Renewal/Retention.
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[bookmark: _Toc239817802]Figure 3.: FitLife Operational Process
Source: Researcher's synthesis based on the proposed FitLife operating model.
Customers register with the required personal information and permissions at registration. A fitness assessment and pre-exercise screening used to determine the individual's needs and when appropriate, may require referral to a health or exercise professional. CIMSPA highlights assessment, consultation, induction and appropriate referral as key areas of responsibility in gym-instructor practice (CIMSPA, 2026).
Capacity management especially crucial due to the changes in membership over the course of the chapter, which are expected to increase from capacity management is critical because average active membership is projected to increase from 375 in Year 1 to 1,650 in Year 5. This does not mean that everyone using the gym at the same time. The time of day use, trainer availability, equipment makes, model and availability and workload of service to customers monitored, however. As membership grows more additional trainers and operational support added gradually.
[bookmark: _Toc239818079]10.3 Location, Facilities, Equipment and Technology
The proposed Levenshulme premises identified based on the following criteria: Accessibility, Floor space, Rental affordability, Transport connections, Catchment potential, Competition and allowed use. The internal design afford separation between areas for cardio and resistance equipment, functional training, assessment and consultation, reception, changing/toilet areas, storage and staff administration
The space, customer flow, emergency exits, safe equipment space, lighting and ventilation must be adequate. Accessibility be planned for at design stage with a focus on step-free access wherever practicable, accessible toilet/changing facilities, adequate space for circulation and clear signage and accessible communication. Under the Equality Act 2010 (GOV.UK, 2026) service providers are required to make reasonable adjustments for disabled customers.
Technology feature membership and booking software, electronic payments, customer records, scheduling, accounting and payroll systems and digital communications and wearable device integration. Operational resilience need support from suppliers, maintenance plans and manual process for bookings or service delivery during system downtime, as well as secure backup.
[bookmark: _Toc239818080]10.4 Supply Chain, Procurement, Inventory and Logistics
FitLife shop for gym equipment, software, wearable compatible equipment, cleaning supplies, maintenance and professional support. Reliability, compatibility, after-sales support and lead time, as well as price, used to evaluate suppliers of the equipment. Preventive maintenance be carried out on critical equipment and essential materials for cleaning and minor replacement parts be maintained at a minimum stock level.
For critical items, a limited number of alternative suppliers identified to help minimize dependency risk. Procurement therefore help with operational continuity and also with the expected growth of membership.
[bookmark: _Toc239818081]10.5 Quality, Compliance and Operational Controls
The operational quality monitored by equipment availability, technology up-time, customer complaints, customer satisfaction, trainer responsiveness, progress reviews and membership retention. All of these addressed via standard operating procedures; on boarding, equipment inspection, cleaning, emergency response, incident reporting and service recovery covered.
Risk assessments documented and included foreseeable risks such as: slips and trips, manual handling, cleaning activities, electrical equipment, overcrowding, equipment usage. HSE suggests the following approach: to identify hazards, assess risks, put controls in place, record significant findings, and periodically review controls (HSE, 2026). Health and safety training provided for staff, first aid provided, fire be covered, exits and accident/near miss reporting in place.
Suitable public liability, professional indemnity, employers' liability (where required) and property/equipment and business-interruption cover obtained prior to launch. Premiums and final cover finalised with insurers.
[bookmark: _Toc239818082]10.6 Data Protection and Digital Governance
The data wearable devices can provide may be health-related and could therefore be considered special-category personal data within the scope of the UK GDPR. FitLife therefore implement appropriate lawful bases and Article 9 conditions, data minimisation, access controls, secure storage, defined retention periods and transparent privacy information. Where there is likely to be a high-risk for processing, a Data Protection Impact Assessment carried out (ICO, 2026).
There a strong reliance on human interpretation of the customer information and decision making regarding exercises. Digital systems are not a replacement for qualified trainers, but rather a tool to aid them in their work.
[bookmark: _Toc239818083]10.7 Operational Synthesis
As a whole, FitLife's business model is viable as long as operational capacity, staffing, and technology maturation go along with the expansion of membership. Peak time congestion, lack of adequate staffing, equipment failures, technology downtime and non-compliance are the main operational liabilities. These addressed through phased recruitment, preventative maintenance, alternative supplier, contingency procedures, risk assessment and ongoing KPI monitoring. The operational plan is therefore based on the approach of focused differentiation, while ensuring the safety, accessibility and quality of service.











[bookmark: _Toc239818084]Chapter 11: Feasibility Analysis
[bookmark: _Toc239818085]11.1 Feasibility Basis and Decision Criteria
This chapter evaluates whether FitLife Smart Gym is sufficiently feasible to justify proceeding beyond the proposal stage. Feasibility is assessed across market demand, operational capacity, financial sustainability, technology, ethical requirements and strategic fit. A potentially attractive business opportunity cannot be considered viable unless its assumptions can be realistically delivered through available resources and capabilities (Burns, 2022). Therefore, the proposal is assessed against five practical conditions: sufficient customer demand and acquisition, validated ingness to pay, adequate operating and staffing capacity, sufficient working capital, and effective technology and data-governance controls.
[bookmark: _Toc239818086]11.2 Market and Ethical Feasibility
FitLife's market opportunity seems to be a good one in the adult audience, aged around 20-34, in the Levenshulme and other Manchester catchment areas, as they are likely to value convenience, personalisation, progress monitoring and digitally supported fitness. The suggested positioning includes access to the gym, integration with wearables, and digital tracking and qualified human coaching. This is personalisation not done in isolation of technology, but in conjunction with human support, and this is differentiation.
But until tested, assumptions are local demand, ingness to pay and customer conversion. The proposed Essential, £24.99, Smart, £34.99 and Smart Plus, £49.99, memberships are therefore to be tested by competitor benchmarking, customer feedback and pilot marketing. Low-cost gyms and free or low-cost digital fitness alternatives create continuing price pressure. Consequently, FitLife should demonstrate that customers perceive sufficient additional value to justify its mid-market positioning.
Ethical feasibility depends particularly on responsible handling of customer and wearable-related information. Where fitness or wearable information constitutes personal or health-related data, FitLife need an appropriate lawful basis and, where applicable, a relevant UK GDPR condition, alongside data minimisation, access controls, secure storage and appropriate retention and deletion procedures (Information Commissioner's Office, 2025). Digitally supported recommendations should support rather than replace qualified human judgement, with staff review and escalation procedures for potentially inappropriate recommendations.
[bookmark: _Toc239818087]11.3 Technical and Operational Feasibility
The proposed technology model is technically achievable because commercially available systems can support booking, payments, customer relationship management, mobile applications, wearable integration and progress monitoring. Nevertheless, availability of technology does not automatically demonstrate feasibility. FitLife should complete supplier demonstrations, interoperability testing, data-security assessment and pre-launch reliability testing before committing significant expenditure.
Operational feasibility depends on whether the physical gym and workforce can support forecast membership growth. The Year 1 model has a baseline of 150 active members at launch, and an intermediate goal of 500 active members and 600 at year-end. The growth needs to be backed up with customer acquisition and retention, and then premises, equipment and staffing capacity. As the workload increases, the initial staffing model of a founder/manager should be reviewed, along with about two full-time-equivalent trainer/customer-service staff and limited support during peak periods. Pay and employer National Insurance, workplace pension contributions, founder remuneration and peak support should be included in employment costs.
Monitor capacity by utilising trainers, availability of appointments, workload on on boarding, member-to-staff ratio, attendance and waiting times for customers. Membership increase must be increased at only those locations where these indicators have shown adequate capacity. Service, maintenance, technical support and replacement/exit provisions are also elements that should be incorporated into supplier agreements.
[bookmark: _Toc239818088]11.4 Financial Feasibility
The main limiting factor is financial. With the revised assumptions, estimated membership for Year 1.  375 with an estimated revenue of £149,580. The approximate cost of the variable costs is £20,250 and the fixed/semi fixed operating costs is £229,000, giving a loss in year 1 of £99,670. The 664 average active members are the approximate cost-base break-even point for Year 1 and 729 average active members for Year 2, due to the higher operating costs.
In Year 2, an operating surplus of £7,210 is anticipated, based on average active membership of 750, revenue of £299,160, variable costs of £40,500 and fixed/semi-fixed costs of £251,450. The sensitivity analysis indicates that there is significant dependence on the membership volume with an average membership of 525 yielding a loss of estimated £70,388 and an average membership of 900 yielding a surplus of £58,942.
The initial funding for the start-up needs to be adjusted as well. Of the £180,000 total proposed for the initial funding, around £155,000 is for pre-opening expenditure and the remaining £25,000 is for opening working capital/contingency. The projected closing cash position is £74,670 deficit after the year 1 operating loss. Hence, under the base assumptions the extra funding is at least £74,670, and further confirmed by monthly cash-flow forecasting. This means that funding is a prerequisite to move forward.
[bookmark: _Toc239818089]11.5 Strategic Fit, Risks and Overall Judgement
FitLife showcases strategic alignment in terms of differentiation strategy, Business Model Canvas and proposed resources and activities. In the RBV approach, the competitive potential is more likely to be derived from the coordinated interaction of trainers, customer relationships, technology, data capabilities and service routines, than from any single element, such as AI or wearable technology (Barney, 1991).
The primary concerns are low demand, customer turnover, working capital shortages, technology issues, staffing problems, price war, and data-governance issues. These should be planned for in stages of investment, pilot marketing, monitoring retention, capacity-based hiring, testing suppliers and implementing strict privacy and security measures.
Overall, FitLife should receive a Conditional GO, rather than an unconditional approval. Further investment should only take place if there is a forecast of 600 members active at the end of Year 1 and an average of 750 members in Year 2, with customer acquisition support; validated membership pricing; confirmed premises, equipment and staffing capacity; secured additional funding to cover the projected cash shortfall and operational technology, privacy and data-governance controls before relevant customer data are processed. The Conditional GO suggests a solid strategic and operational viability and may warrant additional validation, but does not guarantee commercial success.

















[bookmark: _Toc239091304][bookmark: _Toc239818090]Chapter 12: Implementation Plan
[bookmark: _Toc239091305][bookmark: _Toc239818091]12.1 Implementation Approach and Launch Phases
The new technology-driven ‘hybrid' fitness and wellness centre, FitLife Smart Gym, launch in Levenshulme, Manchester, in stages to minimise the risk of launch and allow resources to be built up gradually. The phased implementation allows the venture to test out key assumptions prior to going to full production (Project Management Institute, 2021). 
Phase 1 – Pre launch preparation (March 2027): Funding requirements finalised, any additional funding as a result of the revised financial model secured prior to full launch, legal and insurance procedures put in place, premises arrangements finalised and key suppliers identified.
Phase 2 – Build and testing (April 2027): equipment and technology installed, staff recruited and trained, operating procedures tested and customer-management systems configured. 
Phase 3 – Soft launch (May 2027): A selected group of customers asked to try the Essential, Smart and Smart Plus Memebership. Feedback utilized to recognize issues with the services, technology and capacity before full launch.
Phase 4 - Full launch (June 2027 — Full launch 30 June): Once the readiness criteria are met, normal operations and planned marketing activity put into effect.
Phase 5 – Stabilisation and growth (July 2027–February 2028): Management assess performance, enhance customer retention and gradually expand capacity when demand is met by an additional resource.
The soft launch based on a limited number of trial and early adopter customers, while the proposed 150 active member target is the first target that achieved in full commercial launch.
[bookmark: _Toc239091306][bookmark: _Toc239818092]12.2 Milestones and Timeline
[bookmark: _Toc239091325][bookmark: _Toc239817795]Table 18.Milestones and Timeline
	Activity
	March 2027
	April 2027
	May 2027
	June 2027 — Full launch 30 June
	July 2027–February 2028

	Funding/legal preparation
	●
	
	
	
	

	Premises and equipment
	●
	●
	
	
	

	Technology configuration
	●
	●
	●
	
	

	Recruitment/training
	
	●
	●
	
	

	Supplier testing
	
	●
	●
	
	

	Pre-launch marketing
	
	●
	●
	
	

	Soft launch
	
	
	●
	
	

	Full launch
	
	
	
	◆
	

	KPI review and optimisation
	
	
	●
	●
	●



Source: Researcher's own synthesis based on the proposed implementation sequence.
The fact that a number of activities happen in Months 1 and 2 simultaneously is due to the interdependency of the following: funding, premises preparation, selection of suppliers, technology configuration and recruitment.
[bookmark: _Toc239091307][bookmark: _Toc239818093]12.3 Resource Allocation and Priorities
The initial resources centred on premises, gym equipment, recruitment, training staff and activities for acquiring customers, as outlined in Chapter 9 and 10 and assumed. The legal readiness, technology reliability, qualified staffing, supplier availability and customer acquisition are therefore short-term concerns. A staged investment approach safeguard cash flow by investing in non-essential expansion only when it can be proven to have a commercial need and retained by customers. 
[bookmark: _Toc239091308][bookmark: _Toc239818094]12.4 KPIs, Monitoring and Control
A balanced KPI system should combine financial, customer, operational and people indicators rather than relying exclusively on revenue (Kaplan and Norton, 1992)
[bookmark: _Toc239091326][bookmark: _Toc239817796]Table 19.KPIs, Monitoring and Control
	KPI
	Numeric Target
	Frequency
	Corrective Action

	Membership acquisition
	600 active members by end of Year 1
	Monthly
	Reallocate marketing expenditure if monthly acquisition is below forecast

	Customer retention
	Maximum 150 churned memberships in Year 1
	Monthly
	Review service quality, onboarding and membership value if churn exceeds assumption

	Capacity utilisation
	Maximum 80% peak-time utilisation
	Weekly
	Adjust scheduling/staffing before utilisation exceeds 80%

	Technology/service availability
	≥99% monthly system availability
	Weekly/Monthly
	Escalate recurring outages and activate contingency procedures

	Gross margin
	≥85%
	Monthly
	Review pricing and variable costs if below target

	Staff training
	100% critical training completed before full launch
	Monthly/pre-launch
	Delay relevant staff deployment until mandatory training is completed


Management review the operational aspects once a week during the launch period and monthly financial aspects and customer-performance once the launch period has been completed. 
[bookmark: _Toc239818095]12.5 Change Management and Implementation Risks
The implementation of this change on FitLife behavioural and technological, as employees need to adjust to processes backed up by AI and customers need to get used to the use of technology for fitness services. Communication, employee involvement and training and reinforcement (Kotter, 1996) are the three elements necessary to effective change management. The risks involved are recruitment delays, failure of the technology, slower than expected membership and cost overruns.
[bookmark: _Toc239091310][bookmark: _Toc239818096]12.6 Implementation Readiness Summary
Overall, FitLife Smart Gym should proceed through controlled phased implementation, rather than an immediate full launch. Full commercial launch should occur only after funding, staffing, technology, premises, supplier and compliance milestones are satisfied. Continuous KPI monitoring ensure that actual customer demand, retention, costs and operational capacity remain consistent with the assumptions supporting the proposal. This approach makes the strategy executable while preserving the flexibility to modify the business before weaknesses threaten long-term viability.













[bookmark: _Toc239818097]Chapter 13: Conclusion and Recommendations
[bookmark: _Toc239818098]13.1 Conclusion
This business development proposal has considered strategic, market, operational and financial feasibility of FitLife Smart Gym. The general conclusion of the analysis is that there is a commercial potential for the venture, but not guaranteed. The PESTLE analysis and the Five forces analysis were used to evaluate the external environment and competitive environment and the STP was used to identify the target customer segment and position. The value proposition, customer relationships, resources, activities, partnerships, revenue streams and cost structure were then incorporated in the Business Model Canvas. The results of these analyses suggest that the potential for differentiation for FitLife is via the technology-enabled personalisation, wearable-supported progress monitoring and qualified human coaching as opposed to technology alone (Porter, 1980; Kotler and Keller, 2016; Osterwalder and Pigneur, 2010).
While the target market looks good, local demand, ingness to pay and customer conversion are assumptions that need to be tested. The membership model has the level of roughly 150 active members at the launch point, 500 at the intermediate Year 1 point and 600 active at the end of Year 1. The goal of 600 members is expected to be reached with adequate membership growth and retention, making member losses due to churn less than gross additions.
The key constraint on financial analysis is the principal constraint. In Year 1 is forecast to earn £149,580 revenue, spend £20,250 variable costs and spend £229,000 fixed/semi-fixed costs which produce an operating loss of £99,670. Average active members (AAM) is the cost base break-even point for the Year 1 of approximately 664 members. Year 2 is expected to make a small operating surplus of £7,210 at 750 average members. The sensitivity analysis also shows that financial viability is very sensitive to the number of members.
The funding model of start-ups has been fixed as well. The proposed funding amount is £180,000 with about £155,000 to be spent on pre-opening and £25,000 to be spent as opening working capital/opening contingencies. The proposed initial funding is £180,000, of which approximately £155,000 is allocated to pre-opening expenditure and £25,000 represents opening working capital and contingency. The Year 1 operating cash deficit of £99,670 would therefore reduce the opening working-capital provision and result in a projected closing cash shortfall of £74,670.
FitLife is technically viable if the premises, equipment, technology and staffing capacity grow as the membership expands. Relevant customer or wearable information must also be processed through technology and controls for data governance.
Operationally, FitLife is feasible provided that premises, equipment, technology and staffing capacity develop alongside membership growth. Technology and data-governance controls must also be operational before relevant customer or wearable information is processed.
[bookmark: _Toc239818099]13.2 Recommendations
The overall recommendation is a Conditional GO.
Launch gradually: Begin with a soft launch to test customer demand, pricing, service quality and operational capacity before scaling membership.
Secure funding: Obtain at least £74,670 of additional funding to avoid the projected negative cash position; £99,670 would preserve the original £25,000 opening working-capital buffer, subject to monthly cash-flow validation.
Monitor measurable KPIs: Track CAC, conversion, churn/retention, active membership, revenue, cash balance and capacity utilisation. Management should use the 500-member milestone and 600-member Year 1 target as key decision points.
Strengthen operational and governance controls: Recruitment should scale with workload, while premises and equipment capacity, health and safety, payment systems, data security and human oversight of Digitally supported recommendations should be regularly reviewed.
Expand only on evidence: Increase in services, facilities and marketing channels shall be made if there is a need from customers, operational capacity, and incremental revenue.
In general, FitLife has good strategic and operational potential and should be continued with a carefully calibrated launch that is measurable and dependent on evidence of demand, price, financing, capacity and governance readiness.

[bookmark: _Toc239818100]Chapter 14: Reflection
Working on this business development proposal for FitLife Smart Gym has been a great learning opportunity as I had to convert a business idea into a structured, evidence-based and commercially viable business proposal. The steps that were involved were Market Research, Competitor Analysis, Strategic Planning, Business Model Development, Financial Forecasting, Marketing and Sales Planning, Human Capital Planning, Operations Analysis, Feasibility and Implementation Planning. This experience made me aware that all these areas need to be worked on together as one since they all are interconnected with one another.
[bookmark: _Toc239818101]14.1 My Experience
Like in the methodology of the proposal, the first step of my experience was to conduct secondary research. I access and analysed academic papers and industry sources, while researching and evaluating product/market competitions and other valid sources of information, for the purpose of informing key business decisions. A major challenge for me was being able to select information that is reliable and relevant. I gained insight into the quality of research not just based on the number of sources, but on the quality of how evidence was linked to the research purposes and business decisions. This is in line with the importance of systematic and appropriate evidence selection in business research (Saunders, Lewis and Thornhill 2019).
It was also a significant experience for me to apply strategic frameworks. The PESTLE analysis was useful to comprehend the external environment, and Porter's Five Forces was useful to gauge competitive pressures (Porter, 1980). In addition, I used STP for target market and positioning, and the Business Model Canvas to gain insight into the interactions between the elements of the proposed business model (Osterwalder and Pigneur, 2010). At first, I saw these frameworks just as analytical tools, but once I finished the proposal, I realized the true value of these frameworks is in their ability to make things happen.
[bookmark: _Toc239818102]14.2 What I Learned
My number one rule is that a good business idea is not necessarily a good business opportunity. Market demand needs to be linked to pricing, market entry, capacity, staffing and financial performance. This was especially apparent when writing the financial and feasibility chapters. Break-even analysis enabled me to have an understanding of the sales volume needed to break even, and sensitivity analysis helped me understand how increasing or decreasing of customer volumes or costs could affect viability (Atrill and McLaney, 2022).
Oh, and I also found out how vital it is for consistency between yourself and your story. For instance, customer volumes to be incorporated in the financial forecast should be possible within the proposed marketing efforts and capacity. Likewise, there should be adequate numbers of staff to provide the promised level of service to the customer without creating unsustainable labour costs. This strengthened the resource-based perspective of competitive advantage being derived from the effective management of valuable resources and organisational capabilities (Barney, 1991).
Another valuable lesson had to do with critical thinking. I knew that I did not just need to show that FitLife Smart Gym would work. A solid proposal is one in which assumptions, uncertainties and potential risks are correctly identified and the feasibility of controlling risks is determined. This changed my approach from descriptive writing towards evidence-based evaluation.
[bookmark: _Toc239818103]14.3 How I Would Do Things Differently Next Time!
In a follow-up to the same, I would start the research and evidence gathering process sooner. I would make an evidence matrix that would document each source, its date of publication, critical findings, reliability and the specific business decision that would be supported by the evidence. This would facilitate the structuring of secondary research and ensure that evidence to inform recommendations would be consistent throughout the report (Saunders, Lewis and Thornhill, 2019).
I would also check which assumptions are crucial and validate them before creating detailed financial forecasts. I would gather more robust primary data on ingness to pay, preferred membership, rate of acquisition and retention intentions, in particular. A more solid foundation to estimate demand and minimize uncertainty may be provided by combining secondary research with primary research.
Last but not least, I would make some integration tests throughout the project, not just at the end. I would do comparisons of the strategy, the Business Model Canvas, marketing plan, staffing, operations and financial assumptions on a regular basis. This would enable contradictions to be spotted and rectified sooner.
Overall, my research, strategic analysis, financial planning, critical thinking and decision making skills were greatly enhanced. First and foremost, I discovered that business development is based on evidence; it involves making realistic assumptions that ought to be integrated within both the business plan and the way the business is taken care of. The proposal process was therefore a boost to my skills in evaluating a business opportunity critically, rather than an optimistic business idea.
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[bookmark: _Toc239818106]Appendix A — Secondary Research Source Selection Matrix
	Source
	Year
	Source Type
	Topic/Variable
	Relevance to FitLife
	Use in Chapter

	Peer-reviewed journal
	2020–2025
	Academic
	Technology adoption
	High
	Ch.3

	Government/official report
	2020–2025
	Official
	Population/market
	High
	Ch.5

	Industry report
	2020–2025
	Industry
	Fitness sector
	High
	Ch.5/6

	Competitor website
	Current
	Company
	Pricing/services
	High
	Ch.6/9

	Regulatory source
	Current
	Official
	Data protection/H&S
	High
	Ch.10/12



[bookmark: _Toc239818107]Appendix B — Data Coding and Theme Development
	Source/Extract
	Initial Code
	Category
	Final Theme

	Technology adoption literature
	Ease of use
	Technology acceptance
	Digital adoption

	Fitness literature
	Progress monitoring
	Engagement
	Customer retention

	Service-quality literature
	Staff responsiveness
	Service quality
	Human-supported service

	Industry evidence
	Member churn
	Retention challenge
	Sustainable membership



Theme 1: Technology adoption
Theme 2: Health and exercise motivation
Theme 3: Service quality and human support
Theme 4: Customer retention
Theme 5: Competitive differentiation
[bookmark: _Toc239818108]Appendix C — Financial Assumptions and Calculations
C.1 Weighted Average Membership Value
	Tier
	Monthly Price
	Sales Mix
	Weighted Value

	Essential
	£24.99
	40%
	£10.00

	Smart
	£34.99
	45%
	£15.75

	Smart Plus
	£49.99
	15%
	£7.50

	Total
	
	100%
	£33.24



[bookmark: _Toc239818109]Appendix D — Membership Growth and Churn Model

	Year
	Average Active Members
	Closing/Target Members
	Key Assumption

	Launch
	150
	—
	Initial acquisition

	Year 1
	375
	600
	Acquisition + assumed churn

	Year 2
	750
	900
	Continued acquisition

	Year 3
	1,050
	1,200
	Capacity expansion

	Year 4
	1,350
	1,500
	Further scaling

	Year 5
	1,650
	1,800
	Mature operating scale



[bookmark: _Toc239818110]Appendix E — Workforce Cost and Scaling Assumptions
	Year
	Avg. Members
	Staffing Model
	Estimated Workforce Cost

	Y1
	375
	Founder + 2 FTE + peak support
	£105,000

	Y2
	750
	Founder + 3 FTE + peak support
	£120,000

	Y3
	1,050
	Founder + 4 FTE + increased FOH
	£140,000

	Y4
	1,350
	Founder + 5 FTE + dedicated peak support
	£160,000

	Y5
	1,650
	Founder + 6 FTE + expanded support
	£180,000



[bookmark: _Toc239818111]Appendix F — Business Model Canvas
FitLife Smart Gym — Business Model Canvas
	Key Partners
	Key Activities
	Value Proposition

	Equipment suppliers
	Gym operations
	Technology-enabled fitness

	Wearable providers
	Member onboarding
	Personalised progress monitoring

	Technology providers
	Fitness assessment
	Wearable integration

	Professional advisers
	Trainer support
	Qualified human coaching

	Customer Relationships
	Customer Segments
	Channels

	Trainer check-ins
	Adults 20–34
	Physical gym

	Digital progress updates
	Levenshulme
	Website

	Community engagement
	Wider Manchester catchment
	Mobile/digital support

	Referral programme
	Digitally receptive customers
	Social media

	Key Resources
	Cost Structure
	Revenue Streams

	Gym premises
	Staffing
	Essential £24.99

	Equipment
	Premises
	Smart £34.99

	Qualified staff
	Technology
	Smart Plus £49.99

	Digital platform
	Marketing
	Recurring memberships




[bookmark: _Toc239818112]Appendix G — Research Activity Gantt Chart
	Activity
	Phase 1
	Phase 2
	Phase 3
	Phase 4
	Phase 5
	Phase 6

	Research question refinement
	✓
	
	
	
	
	

	Database searching
	✓
	✓
	
	
	
	

	Source screening
	
	✓
	✓
	
	
	

	Full-text review
	
	
	✓
	✓
	
	

	Data extraction/coding
	
	
	
	✓
	✓
	

	Thematic synthesis
	
	
	
	
	✓
	

	Drafting and refinement
	
	
	
	
	✓
	✓

	Reference checking
	
	
	
	
	
	✓



[bookmark: _Toc239818113]Appendix H — Competitor Evidence
	Competitor
	Pricing Evidence
	Service Evidence
	Digital Features
	Relevance

	Jetts
	£32.95/month
	Gym membership
	Digital/member services
	Direct comparison

	PureGym Manchester Debdale
	From £17.99
	Low-cost gym
	Digital access/services
	Low-cost benchmark

	Premium health clubs
	Higher price positioning
	Wider services
	More extensive
	Premium benchmark
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