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[bookmark: _Toc227934033]Introduction 
The global wellness economy has observed the emergence of the fitness and health club industry into a crucial component of this economy due to an increased focus on issues related to physical fitness, mental health and. nutritional requirements as means of prevention from poor health. The fitness industry also contributes to enhancing national public health objectives as they help to decrease obesity and other chronic diseases associated with poor lifestyle choices (UK Government, 2022; IHRSA, 2023). The United Kingdom has one of the most developed fitness markets across Europe as evidenced by there being a large membership saturation rate, an incredibly competitive environment and a wide variety of business models, such as low-cost gyms, premium health clubs and boutique studios (Mintel, 2023).

A detailed review of the UK fitness and health club industry is provided from an international business analysis perspective including an evaluation of the structure of the industry, its competitive dynamics and its competitive advantage using the Porter’s Diamond Model. Additionally, it will provide an overview of the current Fitness First operation in the UK, and an evaluation of the political/economic/legal/cultural factors that may impact or assist them in achieving their strategic objectives.

[bookmark: _Toc227933400][bookmark: _Toc227934034]Industry and Country Overview: Fitness Industry in the United Kingdom
Health-focused marketers worldwide are making strides in their business, both following up on "The Pandemic" (the global pandemic that started in early December 2019 due to the COVID-19 virus) and continuing to achieve growth because of consumer awareness around their personal health, lifestyle changes following “Pandemic” etc., together with government-focused initiatives related to health & wellbeing (UK).

With a market size of approximately £6.5 billion by 2025, the UK Fitness sector is the second largest and second most mature market just behind Germany as far as Europe is concerned (Leisure DB, 2025; ukactive, 2026). There are an estimated 7,000+ gyms and fitness centres in the UK as of 2025, contributing to the UK’s increasingly active culture, with roughly 18% of the British population holding a fitness membership.
[image: ]
[bookmark: _Toc227933401][bookmark: _Toc227934035]Fig. 1 UK Virtual Fitness Market Size & Outlook, 2025-2030, Source: grand view horizon (https://www.grandviewresearch.com/horizon/outlook/virtual-fitness-market/uk)

As such, the vast majority of the UK Fitness market is privately owned with many gyms being of low-cost operations (30%), or, being owned by boutique fitness providers offering yoga, pilates, HIIT & functional training (70%) with rapidly increasing numbers in urban centres such as London and Manchester. Given the pace of growth of both gyms, and the fitness sector as a whole, competition for space within the market and having an abundant market for potential Members, has created an extremely competitive environment due to the increasing number of budget (eg. PureGym and The Gym Group) and boutique/client based fitness providers. Both using a variety of payment and subscription structures including 24-hour access, pay-as-you-go, pay monthly, etc.
Innovations within technology are significantly altering the fitness sector. For example, digital and hybrid fitness - Academys that provide users with a workout whether they are attending a gym or using an app, have rapidly increased in popularity.  Consumers now want flexible, tailored experiences, which are beneficial to their body and mind (Statista, 2024).However the industry has some challenges to overcome as operational costs continue to rise and economic instability continues, as well as being well "saturated" in some markets.

Overall, UK's fitness industry has excellent potential for growth because of the increase in health awareness, the presence of health supportive policies, and the ongoing development of new products and services. Therefore, despite the current level of competition in the industry, it's still an excellent opportunity for both established players and new entrepreneurs to create differentiated and value-added products/services.
The UK Fitness Industry is one of the largest in Europe and has experienced consistent growth since it started. In 2025, the total value of the UK fitness industry (as measured by the total value of all gym operators and fitness-related businesses) was nearly £6.5 billion, following an improvement and subsequent increase in business growth due to the COVID-19 pandemic (Leisure DB, 2025). Currently, there are over 7,000 gyms in the UK with over 12 million members which represents more than 17% of the total adult male and female populations in the UK, meaning that at present there is a very high level of participation in this sector of the UK economy.

[bookmark: _Toc227933402][bookmark: _Toc227934036]Size, Scope and Economic Viability of the Fitness Industry in the United Kingdom
The UK Fitness Industry covers a large number of activities and services that can be found by consumers. Including the availability of commercial gyms (lower-end and higher-end), boutiques (small studios providing general fitness and wellbeing classes such as yoga, pilates, HIIT, functional training) located in highly populated areas, personal trainers (face-to-face or via internet), digital fitness platforms (mobile applications, video on demand) and the enduring popularity of budget operators such as PureGym and The Gym Group, which have provided access to a broad-based consumer population through low-cost memberships with flexible terms, continue to develop the consumer fitness industry in urban markets. In addition, boutique studios have been an emerging force in urban markets. The inclusion of numerous digital and hybrid offerings (mobile apps, on-demand workouts) to the overall fitness industry creates new opportunities for growth by reaching beyond traditional gym locations (IMARC Group, 2024).
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[bookmark: _Toc227933403][bookmark: _Toc227934037]Fig. 2 UK fitness Market source: (https://interactivestrength.com/uk-market-distribution/)

The fitness industry in the UK continues to demonstrate long-term financial sustainability through ongoing demand from consumers; increased public awareness around fitness and well being; as well as government funded health initiatives. Long-term demand for fitness services continues due to increasing concerns regarding obesity, mental wellbeing & preventative health care (Statista, 2024). Operating costs (e.g., utilities & rent) have all increased, as well as increased competition for members within densely populated urban areas where most of the fitness facilities are located. Although there are some challenges within the fitness industry, it is reasonable to assume that growth will require continued growth in membership numbers, diversity in revenue streams, and an increase in the utilization of technology will continue to positively impact finances for the fitness industry in England (ukactive, 2026).
[bookmark: _Toc227933404][bookmark: _Toc227934038]Major Companies and Competitive Positioning in the UK Fitness Industry
Fitness Industry Dynamics In The UK
The UK fitness market is fragmented and intensely competed for with players taking vastly different approaches to customers in order to offer varied experiences & products within their segments. There are three major segments within fitness in the UK; i.e., ‘low cost gym’, ‘premium health club’ or ‘health oriented/hybrid fitness company'. Each segment is represented by one of the following companies; therefore, we will discuss these organisations specifically as they exemplify leading business models in their respective segments.
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[bookmark: _Toc227933405][bookmark: _Toc227934039]Fig. 3, SEO For Gyms – Guide To Beefing Up Your Organic Presence,Feb 11th, 2022

	Company
	Market Segment
	Competitive Positioning
	Key Strengths
	Target Customers

	PureGym
	Low-cost gyms
	Market leader in the budget segment focusing on affordability and accessibility
	Large national network, 24/7 access, no-contract memberships, strong economies of scale
	Students, young professionals, price-sensitive consumers

	The Gym Group
	Low-cost gyms
	Value-focused challenger competing directly with PureGym
	Cost efficiency, digital-first operations, urban locations
	Budget-conscious urban customers

	David Lloyd Leisure
	Premium health clubs
	High-end, family-focused lifestyle positioning
	Luxury facilities, tennis courts, pools, spas, family services
	High-income individuals and families

	Nuffield Health
	Health & wellbeing clubs
	Health-led and integrated wellbeing provider
	Combination of fitness, physiotherapy, health assessments; not-for-profit trust
	Health-focused adults, older customers

	Virgin Active
	Premium lifestyle gyms
	Brand-driven and experience-based positioning
	Strong brand image, group classes, wellness facilities
	Professionals seeking premium fitness experiences


[bookmark: _Toc227933406][bookmark: _Toc227934040]Table 1: comparative analysis of five key operating companies

Those 5 companies represent the competitive landscape of the UK fitness sector with established market positioning as the primary driver of success. Budget providers compete primarily on price and access, whilst premium/health-focussed brands differentiate themselves through service quality, experience, and integrated wellness. This creates segmentation within the fitness industry which allows the entire industry to meet the differing needs of customers and still maintain a significant overall market demand.
[bookmark: _Toc227933407][bookmark: _Toc227934041]Michael Porter’s Diamond Model
Michael Porter’s Diamond Model illustrates the reasons for industry competitiveness at the country or regional level. The Diamond Model describes four fundamental characteristics (also referred to as the 'corners of the diamond') that influence each country or region's competitive advantages—factor conditions, demand conditions, related and supporting industries, and the competitive strategy/structure/rivalry of firms—along with the influences of chance and government.
By analysing the UK fitness industry as an example, the Diamond Model can provide insight into the basis of the UK fitness industry's wealth and competitive nature.
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[bookmark: _Toc227933408][bookmark: _Toc227934042]Fig. 5 The 4 Attributes studied by the Porter Diamond Model source : (https://www.consuunt.com/porters-diamond-model/)
[bookmark: _Toc227933409][bookmark: _Toc227934043] Factor Conditions
Factor Conditions include resources available to a country or region that aid its industries in becoming competitive. Examples of these resources would include: access to a wealth of skilled labour; access to a developed infrastructure; and access to capital. The existence of a developed service economy in the UK and large established urban centres provide UK fitness industry employers with access to highly qualified skilled personnel (e.g., personal trainers, physiotherapists and graduates of sports science programs). The existence of multiple reputable training and certification organisations in the fitness industry also ensures that the workforce in the UK possesses a high level of skilled talent.

Further, the quality of the UK’s digital and transportation infrastructures facilitate the physical availability of gyms and the hybrid operation of fitness services. Technological advancements in payment systems and mobile applications and the growth of data-driven membership management systems have resulted in UK fitness companies operating at a higher level of operational efficiency and being able to expand much faster than fitness companies operating in less developed economies (Porter, 1990; Statista, 2024). Humanize baki 6

[bookmark: _Toc227933410][bookmark: _Toc227934044]Demand Requirements
Demand requirements relate to the characteristics and complexity of local consumers. In the United Kingdom, there is strong, varied, and complex demand for fitness services. The rise in public awareness of obesity, mental health issues, and diseases linked to lifestyle has created a sustainable demand for physical activity and wellbeing services.
As consumer expectations continue to evolve, UK fitness consumers increasingly expect flexible memberships, 24-hour access to facilities, personalised training programmes, and digital integration.
The scope of consumer demand is expanding beyond traditional gyms into integrating service solutions for overall wellbeing such as yoga, Pilates, functional fitness, and post-exercise recovery services. The increased sophistication of demand placed by consumers will force fitness suppliers to improve and expand the range and quality of their services continually. As noted by Porter, the demanding behaviour of consumers in the home market encourages companies to compete more intensely in foreign markets, which is evident in the UK fitness industry (Porter, 1990; ukactive, 2026).
[bookmark: _Toc227933411][bookmark: _Toc227934045]Related and Supporting Enterprises
The competitiveness of a country is determined by the strength of its related and supporting industries. Therefore, the UK fitness industry has a strong relationship with both the healthcare industry and the sportswear, nutrition, technology, and property development sectors. There are significant synergies created through collaboration with the healthcare sector to provide rehabilitation services and preventive health services, as well as partnerships between sportswear and wearable technology companies to improve the customer experience and overall engagement.
Furthermore, the UK’s digital economy continues to give rise to the development of fitness apps, online coaching platforms, and data analytics, which have enabled gym owners to develop hybrid and tech-enabled business models. Property developers and local governments also play a significant role in integrating fitness facilities into residential and commercial real estate developments. The interconnectedness between these industries will foster additional innovation through the enhancement of operations across the fitness industry (IMARC Group, 2024).

[bookmark: _Toc227933412][bookmark: _Toc227934046]Firm Strategy, Structure & Rivalry
The firm strategies, structures and rivalries of particular firms describe how a business is structured, and how aggressively competitors compete for market share. The UK fitness industry is very competitive, with clear differentiations between mass-market gyms, premium health clubs, boutique studios and health-focused suppliers. The intense competition among the major players has resulted in innovative pricing strategies, creative service offerings and enhanced customer experiences.
Low-cost operators capitalise on scale, efficiency and affordability. Conversely, premium suppliers differentiate themselves through their facilities, services and amenities that contribute to the well-being of their members/class participants. The competitive environment therefore forces firms to constantly refine their strategies, invest in technology and improve their operating efficiencies. According to Porter, such intense competition between domestic rivals is one of the primary factors that drive the international competitiveness of a nation; hence, one can better understand why the UK fitness industry has continued to be resilient and adaptable throughout the years (Porter, 1990; Leisure DB, 2025).

[bookmark: _Toc227933413][bookmark: _Toc227934047]Demand Requirements
Demand requirements relate to the characteristics and complexity of local consumers. In the United Kingdom, there is strong, varied, and complex demand for fitness services. The rise in public awareness of obesity, mental health issues, and diseases linked to lifestyle has created a sustainable demand for physical activity and wellbeing services.
As consumer expectations continue to evolve, UK fitness consumers increasingly expect flexible memberships, 24-hour access to facilities, personalised training programmes, and digital integration.
The scope of consumer demand is expanding beyond traditional gyms into integrating service solutions for overall wellbeing such as yoga, Pilates, functional fitness, and post-exercise recovery services. The increased sophistication of demand placed by consumers will force fitness suppliers to improve and expand the range and quality of their services continually. As noted by Porter, the demanding behaviour of consumers in the home market encourages companies to compete more intensely in foreign markets, which is evident in the UK fitness industry (Porter, 1990; ukactive, 2026).

[bookmark: _Toc227933414][bookmark: _Toc227934048]Related and Supporting Enterprises
The competitiveness of a country is determined by the strength of its related and supporting industries. Therefore, the UK fitness industry has a strong relationship with both the healthcare industry and the sportswear, nutrition, technology, and property development sectors. There are significant synergies created through collaboration with the healthcare sector to provide rehabilitation services and preventive health services, as well as partnerships between sportswear and wearable technology companies to improve the customer experience and overall engagement.


[bookmark: _Toc227933415][bookmark: _Toc227934049]One of the major foreign MNCs/TNCs operating in the country-industry pair
Virgin Active is an overseas multinational corporation that is in the United Kingdom fitness industry. The company was originally established outside the UK and operates in multiple international markets. Virgin Active has made a strong entry into the UK fitness industry by targeting the high-end fitness sector by providing premium quality gyms and wellness services, as well as a lifestyle experience. Johnson et al, (2023) report that foreign multinationals are most often successful in a foreign market when they adapt their business strategy to local consumer expectations while drawing on their proven global brand equity. Virgin Active is using this strategy elsewhere to separate its business from UK low-cost fitness center operators and instead focuses on wellness, service quality and overall customer experience as its method of differentiation rather than competition through an emphasis on price.
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[bookmark: _Toc227933416][bookmark: _Toc227934050]Fig. 6: Virgin Active, source:  UKCS Group to Supply Virgin Active Gyms in a Partnership with London FS Ltd to Elevate Sustainability within Gyms Nationwide/ Apr 9, 2024
The PESTLE model can be used to gain additional insights into Virgin Active's operating environment. Politically, the UK Government is very supportive of public health and physical activity through policies designed to decrease obesity and promote healthier lifestyles. This contributes indirectly to the demand for fitness services (BBC News 2023). Economically, inflation, rising energy prices, and cost of living have an impact on discretionary spending on gym memberships; even so, the demand for health and fitness tends to be relatively resilient (Financial Times 2024). Socially, there is a growing consciousness of mental health, fitness culture, and lifestyle well-being, particularly within younger age cohorts, which has led to a large increase in gym participation in the UK (The Guardian 2023). From a technological perspective, digital fitness platforms and wearables have changed how consumers interact with fitness services and have forced companies such as Virgin Active to incorporate apps and online services into their offers. From a legal perspective, the fitness sector has to comply with stringent health and safety legislation, employment laws, and data protection laws/ regulations, which creates greater operational responsibility, but also creates greater trust with consumers. Finally, from an environmental perspective, greater pressure has been placed on fitness operators to establish sustainable practices (such as energy-efficient facilities and lower carbon footprints) as a response to UK's sustainability objectives.

Overall, Virgin Active's international success in the UK has proven that foreign multinational corporations (MNCs) can prosper through their ability to adapt to macro-environmental influences, while retaining a significant premium brand positioning. Competitive markets evolve quickly when subjected to a combination of sophisticated demand conditions and high levels of competition (Porter, 1990), and both of these influences are very pronounced in the UK fitness industry. Therefore, there are many PESTLE-based (Political, Economic, Social, Technological, Environmental, Legal) pressures upon international fitness operators that make the UK a desirable but also difficult market to operate within.
[bookmark: _Toc227933417][bookmark: _Toc227934051]Political Factors
In the United Kingdom, the government supports health and well-being via the NHS and other national campaigns aimed at improving public health, reducing obesity, improving mental wellness, and promoting active lifestyles. NHS wellness programmes are also indirectly stimulating demand for gym memberships and gym services. Regulatory frameworks including health and safety law, employee legislation and local authority permit requirements will also affect this industry. Although regulatory frameworks ensure consumer safety, they also increase cost of compliance and operational expenses for those operating in the fitness industry. Johnson, Scholes & Whittington (2023) explain that firms operating in regulated environments must find a balance between compliance and strategic flexibility, particularly in the service sector.

Economic Factors
[image: ]
[bookmark: _Toc227933418][bookmark: _Toc227934052]Fig. 7, How much Virgin Active makes per gym member, source: Bianke Neethling • 13 November 2024


The overall macroeconomic environment influences the fitness market in the UK, especially through inflation, disposable income trends and energy costs. Increased cost-of-living may result in less discretionary income and thus negatively impact gym memberships and premium services. However, the fitness industry has demonstrated 𠿏eciation by consumers as they have increasingly begun to regard fitness as an investment for their long term health rather than simply a luxury service. For example, businesses operating at a premium price point, such as Virgin Active, are more sensitive to an economic downturn, and low cost providers are likely to experience a surge in demand when the economy is under pressure. According to the Financial Times (2024), there remains a high level of demand for health and fitness services, regardless of ongoing cost-of-living issues.

[bookmark: _Toc227933419][bookmark: _Toc227934053]Social factor
[image: ]
[bookmark: _Toc227933420][bookmark: _Toc227934054]Fig. 8, Social used fitness activities, 15 February 2024, A'bidah Zaid Shirbeeni

Social Trends in the UK Fitness Industry – The social trend of increasing awareness of physical health, mental wellbeing and overall lifestyle balance is particularly strong among the younger generations across the country. Individuals are well aware of their personal and collective health as a result of increased usage of social networks, fitness influencers and the digital communities which have developed around the fitness industry as a result. With the growth of these digital networks, there have been large increases in the demand for regular participation in exercise activities. Additionally, individuals are increasingly prioritising their holistic wellness by engaging in yoga, Pilates and recovery-based training. This trend is favourable to premium fitness providers such as Virgin Active who provide their customers with lifestyle-based experiences instead of simply providing access to a gym. According to The Guardian, UK (2023), post-pandemic health consciousness levels across the UK has risen substantially, resulting in increased gym use.

[bookmark: _Toc227933421][bookmark: _Toc227934055]Technological factor
The impact of Technology on the Fitness Industry – Technology is disrupting the delivery of fitness services. With the rise of mobile fitness applications, wearable fitness technology, artificial intelligence-based training programmes, and hybrid models of gyms and fitness facilities, consumer expectations regarding fitness have changed. As a result, most major fitness operators now offer digital memberships, online fitness classes and performance tracking systems to their customers. The transformation of fitness services through digital channels accelerated as a result of the Covid-19 Pandemic, however, digital transformation continues to generate substantial innovation within the fitness industry. According to Grant (2022), technological innovation is also one of the major sources of sustainable competitive advantages to service industries that have a customer-centric focus.

[bookmark: _Toc227933422][bookmark: _Toc227934056]Legal Elements
The fitness sector in the United Kingdom is regulated by numerous laws that include UK health and safety, UK data protection (GDPR), and UK employment laws. It is vitally important for owners/operators of fitness facilities to ensure their equipment is safe, that their staff members are qualified to provide services to customers, and that they conduct proper risk assessments to protect their customers who use their facilities. Additionally, any personal data collected via apps and membership management systems must be securely stored and processed according to UK data laws and regulations. The consequence of not complying with these laws and regulations could result in fines, loss of reputation, and possible legal action. All of the legal requirements placed on fitness businesses are added complexities when considering their operations as many are multinational companies that operate in multiple jurisdictions.

[bookmark: _Toc227933423][bookmark: _Toc227934057]Environmental Factors
Environmental sustainability has become increasingly important within the UK fitness industry. Fitness operators are being pressured to decrease their carbon footprint, implement energy efficient technologies, and build in accordance with sustainability standards. Many fitness clubs are installing LED lights, using energy efficient equipment, and implementing recycling programs. More and more consumers are choosing brands that operate in an environmentally sustainable manner, thereby influencing corporate plans and strategies. Large operators such as Virgin Active will be expected to conform to sustainability goals and objectives in order to maintain brand equity and meet consumer demand. According to Porter (1990), the ability of an organisation to keep up with changes in the external physical environment will ultimately determine its long-term viability.

[bookmark: _Toc227933424][bookmark: _Toc227934058]Conclusion of the report
The UK fitness market has become an extensively developed and resilient business sector able to support the country's overall health, leisure and service industries. This sector has shown a remarkable recovery and continual growth due to increasing awareness about healthy living, the rising number of people participating in physical activities, and the emergence of both low-cost/no frills and premium service models for fitness providers. As reported by research, the UK fitness market is continuing to expand not only in terms of value but also in terms of the penetration rate of membership. This clearly illustrates that fitness providers are establishing themselves as mainstream lifestyle services rather than discretionary luxuries (Leisure DB, 2025; Statista, 2024).

A major characteristic of the UK fitness industry is its intensely competitive and fragmented structure, where businesses offer services to a variety of distinct consumer groups with different marketing strategies/positioning approaches. Low-cost gyms compete on price and accessibility, while the more premium/lifestyle oriented fitness providers market themselves based upon the experience, equipment and well-being services provided. The presence of companies like Virgin Active, an international operator, also strengthens the UK market as a desirable investment opportunity for multi-national companies seeking to establish a presence in the UK due to the increasing demand from customers for a holistic approach toward their overall health and well-being (Financial Times, 2024).
The current macro environmental (overall) PESTEL factors will continue to shape and drive demand support, particularly as a result of social trends (e.g., increased awareness of mental health [healthier, active lifestyle]).  The impact of technological advancements through hybrid fitness facilities and/or through other delivery means (i.e., via digital platforms) is clearly having an impact on how fitness services are delivered (The Guardian, 2023).  Examples of the economic constraints impacting service operators anywhere and outside of the UK include operation pressures, inflation, fuel prices, and prices associated with general living (Grant, 2022). Nonetheless, people continue to purchase fitness services at increased levels because health and fitness cannot be an option anymore but a necessity.

The UK fitness sector remains economically viable with strong strategic attraction and innovative progression. While there continues to be intense competition and other external pressures within the sector, there is also a level of confidence for long-term continued growth of the sector due to a continuing demand for fitness services; continuous improvement in/through technological advancements that are diminishing existing methods of delivering fitness services, and operators within the fitness Industry will need to adjust to the changing fitness market over the long-term. Within an industry with high levels of competition and sophistication—as are seen in the UK fitness sector—the rate of growth of the UK fitness sector has continued to accelerate, as supported by Porter (1990).


[bookmark: _Toc227933425][bookmark: _Toc227934059]Reflection 
In this reflective account I will critically appraise my research, analysis and preparation of the presentation for The Fitness Industry in the UK. The process I followed was based on Kolb’s Four Stages of Experiential Learning Cycle: Concrete Experience, Reflective Observation, Abstract Conceptualization and Active Experimentation. I have also included consider my analysis of multinational involvement such as Virgin Active, and the use of strategic framework analysis, eg. PESTEL and Porter’s Diamond Model.
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[bookmark: _Toc227408410][bookmark: _Toc227933426][bookmark: _Toc227934060]Figure 9, Kolb’s reflective cycles
(Source: Ahmed and Opoku, 2022)



[bookmark: _Toc227933427][bookmark: _Toc227934061]Concrete experience
The first stage consisted of gathering information through research on the UK fitness industry as to the size, scope, competitive environment and macroeconomic conditions that affect it. Data was collected through various means; books, journals, industry reports, and newspapers were used to obtain information about gym numbers, market value, consumer spending, and both English-based and multi-national fitness providers.
At this initial stage of my research, I concentrated on understanding the structure of the fitness market and how it’s broken into three segments; cost-effective gyms, high-end health clubs, and hybrid digital fitness models. In addition, I examined several of the companies that fall within this sector including Virgin Active, in order to better understand how international organisations position themselves within the UK market.
At this stage, I primarily used online resources to obtain data, which provided me with rapid but not necessarily useful or reliable information. For example, while general sites provided anecdotal statistics about this industry, they weren’t rigorous or academically valid. As a result, building a systematic and critical understanding of the industry was problematic.
However, more credentialed academic journal articles such as Porter (1990) provided me with a better understanding of how the competitiveness of nations is determined by three factors, that being the demand conditions, factor conditions and the rivalry among companies in the same industry. I also reviewed strategic management literature to assist me in developing an initial understanding of this industry’s competitive structure.

[bookmark: _Toc227933428][bookmark: _Toc227934062]Reflective Observations 
Once I obtained initial information, I started to consider the quality, reliability and usefulness of those sources. I realized that my initial research methodology lacked structure; I did not have a clear distinction between academic sources of information and general online content. This led to some repetition and major inconsistency in interpreting industry data.
What I have found in my observations is that the fitness industry is not something that can be solely defined with descriptive data alone and must also be considered through a structured analysis framework and thus I've implemented the use of PESTEL analysis so that I can more clearly see the external environmental factors such as the effects of the economy or changes to technology or the impact of different social trends.
Furthermore, I identified the influence of consumer behaviour on the UK fitness industry as a significant driving force, especially in increasing awareness of health, mental wellbeing and lifestyle-based fitness. Examining different newspaper articles such as those published by The Guardian in 2023, I recognised that there has been a significant increase in gym participation and an overall demand for holistic well-being services much like those identified Post-Pandemic.
Finally, I recognised that compared to lower cost, domestic competitors, large Multinational Companies such as Virgin Active operated quite differently because they had a strong focus on providing premium quality experiences for their customers along with offering comprehensive wellness solutions/services. As a result, they have been able to maintain a competitive advantage in many segments of the industry, even during periods of economic uncertainty.
[bookmark: _Toc227933429][bookmark: _Toc227934063]Abstract conceptualisation
At this stage of my research, I began connecting what I observed with academic theory, allowing me to further develop the theoretical basis for how the fitness industry operates. Strategic management literature gave me insight into how to interpret the competitive behaviour of competing companies and the effect that external factors can have on those companies.
In their 2023 edition, Johnson, Scholes, & Whittington argue that organisations are successful when they’ve aligned their internal capabilities with the external environmental conditions they face. This concept assisted my understanding of why some fitness organisations use different approaches than others in the UK fitness sector. Porter’s Diamond Model (1990) also provided great insight into national competitiveness. The UK fitness industry is favourably located for fitness companies to locate themselves because of the following factors: a strong domestic demand for fitness-related services, an abundance of skilled labour, modern infrastructure and intense competition among fitness companies.
By examining the economic literature on this topic we can also understand the economic characteristics of industry resilience'. A recent study by Grant (2022) indicates that although service related industries remain vulnerable to macroeconomic fluctuations, they are also capable of maintaining their levels of stability in the face of growing economic uncertainty; namely, in those segments of service industries where consumer demand is associated with fundamental lifestyle characteristics (such as health and wellness). The example of the fitness industry demonstrates how demand elasticity has continued to be maintained through the inflationary challenges and increase in cost-of-living pressures presently being experienced across Canada.
Additional evidence in support of these findings has been provided by other peer-reviewed research sources including Smith and Jones (2023), who provide additional explanations for the rapid growth of hybrid fitness business models (i.e. exercising at brick and mortar gyms and online fitness services) that are attributed to advances in digital technology and the changing expectations from consumers.
Additional sources of evidence for these findings include articles from newspaper sources including Financial Times (2024), which reported that premium fitness facilities are responding to economic pressures by offering their members flexibility in their membership dues as well as expansion into other areas/services.
[bookmark: _Toc227933430][bookmark: _Toc227934064]Active experimentation
Through my final stage of Active Experimentation, my learning progressed to a more critically structured assessment. Rather than just describing the fitness industry, I applied different theoretical frameworks alongside real-life examples to provide a well-researched analysis of the industry.
Through the use of PESTEL analysis, I structured my macro-environmental influences and demonstrated how economic issues (such as inflation and increased energy costs) impacted the affordability and profitability of gyms. At the same time, I considered how social issues (increased health consciousness) contributed to the ongoing demand for fitness services in the future.
In addition to these frameworks, I applied Porter’s Diamond Model to illustrate the competitive nature of the fitness industry in the UK and why it was attractive for multinationals. The example used was Virgin Active as a means of demonstrating how international players implement their global strategies within the context of local consumer expectations while maintaining a premium-positioned brand.
My research methodology improved as I focused my efforts on using only academic books, peer-reviewed journals and credible newspapers instead of general online content. This allowed me to add more depth, credibility and academic quality to my work.
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