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Task 3: Reflection on Gymshark’s Entrepreneurial Journey
What strikes me most when reflecting on Gymshark’s development is how simple and unglamorous its beginning was compared with where the company is today. Ben Francis and Lewis Morgan started the business in a garage in Birmingham in 2012, using personal savings and initially operating through a dropshipping model. They later moved into designing and manufacturing their own products, which gave them greater control over quality, branding and customer experience. By 2019, Gymshark was generating £176 million in revenue, and by 2024 this had increased to more than £607 million. The company now sells in over 180 countries and was valued at more than £1 billion following General Atlantic’s investment in 2020. Looking at these figures beside its modest beginning shows that Gymshark’s success was built gradually through a series of deliberate decisions rather than one lucky opportunity.
The aspect I respect most about Gymshark’s leadership is the way the founders recognised their limitations and used them creatively. Francis and Morgan could not compete with the advertising budgets of established companies such as Nike and Adidas, so they chose a different path. They used social media, fitness influencers and online communities to reach young consumers directly. At the time, influencer marketing was not as widely used as it is today, which gave Gymshark an early advantage. Rather than simply selling fitness clothing, the company created a community that customers wanted to join.
Studying Gymshark alongside Barney’s Resource-Based View helped me understand why this community became so valuable. Competitors can copy clothing styles, lower prices or work with influencers, but it is much more difficult to copy the trust and emotional connection Gymshark has developed with its customers. This is one of the most important lessons I have learned from the company’s entrepreneurial journey. A business’s strongest advantage may not always be its physical product. It can also be the relationship, identity and sense of belonging that customers associate with the brand.
However, Gymshark’s success has also created challenges. Its strong use of social media supported rapid and low-cost growth, but it also created dependence on platforms that the company does not control. Changes to algorithms, rising advertising costs or changing online trends could reduce its ability to reach customers. This shows that one of Gymshark’s greatest strengths is also a possible weakness. The same can be said about its focus on fitness clothing. A clear niche helped the company build a strong identity, but concentrating mainly on one market could make it vulnerable if customer preferences change.
Another important stage was the investment from General Atlantic in 2020. This gave Gymshark access to more financial resources, professional expertise and opportunities for global expansion. The investment supported technology, international growth, supply chain development and physical flagship stores. However, it also represented a major change in the company’s development. Gymshark had to move from being a founder-led start-up into a professionally managed global organisation. Before completing this work, I had not fully appreciated how difficult that transition can be. A small company can make fast decisions and maintain an informal culture, while a large international business needs systems, managers, financial controls and clear responsibilities.
This creates an ongoing tension between authenticity and growth. Gymshark must continue expanding while protecting the community identity that made it successful. Its leadership appears to have managed this challenge well so far, but it remains an issue that has not been completely solved. Opening physical stores and entering new markets may increase revenue, but rapid expansion can also increase costs, weaken the original culture and create distance between the company and its core customers.
If I were starting my own company, I would follow several parts of Gymshark’s approach. I would begin by identifying a clear problem and a specific group of customers instead of trying to appeal to everyone. Gymshark’s focus on fitness-conscious consumers aged approximately 18 to 35 allowed it to build stronger loyalty than a broader strategy may have achieved. I would also consider bootstrapping during the early stages because limited resources can encourage creativity, careful spending and closer customer relationships. In addition, I would use a direct-to-consumer model where possible so that I could control pricing, customer data, communication and the overall customer experience.
However, I would do some things differently. I would reduce dependence on social media platforms from the beginning by investing early in owned channels such as a website, email database, customer application and loyalty programme. I would also introduce measurable sustainability practices at an earlier stage instead of addressing them mainly after the company had grown. Finally, I would develop strong operational and financial systems before expanding too quickly, because growth without sufficient control can damage profitability and customer service.
Overall, Gymshark’s entrepreneurial journey has taught me that success depends on customer understanding, resilience, creativity and the ability to adapt. I now view the company not only as a growth story, but as an ongoing balancing act between remaining authentic and continuing to scale. Its leadership has managed that balance effectively so far, but maintaining it will be central to Gymshark’s future success.
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