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[bookmark: _Toc238684517]Chapter 1: Introduction
[bookmark: _Toc238684518]1.1 Background and Context
The fitness and wellness industry is one of the major consumer and service sectors in the UK. According to the 2025 UK Health and Fitness Market Report, there were 11.5 million members, 5,607 clubs and £5.7 billion in sector revenue in 2024, representing 6.1% growth in membership from the previous year (ukactive, 2025). The sector is also supported by wider health trends, as in 2024–25, 64.6% of adults in England met the recommended level of physical activity, although significant inequalities remain between population groups (Sport England, 2026). Levenshulme provides a relevant local setting for investigation. In 2021, the ward had 19,647 residents and 7,234 households, with 57.9% of households being single-family households and 30.2% being one-person households. The ward is also socially diverse, with 27.1% of residents born in the Middle East and Asia, while 61% of households were deprived in at least one dimension (Manchester City Council, 2024). These characteristics are important when considering affordability, purchasing power and local health needs, particularly given the ward’s socioeconomic inequalities and the wider importance of physical activity to population health (Manchester City Council, 2024; Sport England, 2026). The area is also served by Levenshulme railway station and several Bee Network bus services (Transport for Greater Manchester, 2026). Therefore, the combination of population, household characteristics, diversity, deprivation, accessibility and wider fitness trends provides a basis for investigating the commercial potential of AI-powered coaching, wearable technology and hybrid fitness services in Levenshulme, rather than assuming local demand or viability.
[bookmark: _Toc238684519]1.2 Problem or Opportunity Statement
Conventional gyms can provide equipment and relatively low-cost access, but the level of personalised support and integration between physical training and digital health data varies between providers. The local competitive market also shows that FitLife cannot assume a gap simply because it proposes technology-enabled services. Jetts Levenshulme offers 24/7 access, group classes, personal training and connected gym equipment for £32.95 per month, while PureGym’s gyms serving the Levenshulme area offer flexible memberships from £17.99 per month. This suggests that affordability, flexibility and technology are already available within the wider local market. The potential opportunity for FitLife therefore lies in whether the combination of AI-assisted personalisation, wearable-supported monitoring and human coaching can provide sufficient additional value for local customers. This must be assessed against local purchasing power, competitor provision, pricing, accessibility and premises costs rather than assumed from national fitness trends.
[bookmark: _Toc238684520]1.3 Initial Observation of Demand
There is some preliminary secondary evidence of the scale and dynamics of the market. In 2024, there were 11.5 million UK health and fitness club members and £5.7 billion in sector revenue (ukactive, 2025). The continued growth of the UK market indicates wider consumer engagement with fitness services, but national evidence alone cannot establish demand for FitLife Smart Gym in Levenshulme. Local demand must therefore be assessed against Levenshulme’s demographic and socioeconomic characteristics, customer affordability, health and physical activity needs, competitor provision, pricing, accessibility and suitable premises. The initial evidence consequently indicates an opportunity requiring further investigation, rather than confirming local demand or commercial viability.
[bookmark: _Toc238684521]1.4 Aim, Objectives and Research Questions
[bookmark: _Toc238684522]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: _Toc238684523]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: _Toc238684524]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: _Toc238684586]Table 1.Alignment
	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: _Toc238684525]1.5 Scope and Boundaries
The proposal explores the UK fitness and wellness sector, with a specific focus on Levenshulme and the wider Manchester catchment area. It includes secondary research data such as government statistics, industry reports, competitor data, customer and affordability evidence, and commercial property information. The envisioned service is an intelligent fitness service combining physical and digital provision. Primary surveys and interviews are omitted, as are detailed post-launch expansion beyond the feasibility and implementation horizon of the proposal and international expansion.
[bookmark: _Toc238684526]1.6 Structure of the Report
This proposal follows the required BDP structure. Chapter 1: Introduction introduces the business opportunity and research direction. Chapter 2: Company Description presents the proposed business. Chapter 3: Literature Review develops the theoretical and academic foundation, while Chapter 4: Research Methodology explains the research approach. Chapter 5: Market Opportunity Analysis and Chapter 6: Competitive Environment Analysis assess the external opportunity. Chapter 7: Business Strategy, Chapter 8: Business Model Canvas, Chapter 9: Financial, Marketing and Sales, and Human Capital Management Plan, Chapter 10: Operations Plan, Chapter 11: Feasibility Analysis, Chapter 12: Implementation Plan, Chapter 13: Conclusion and Recommendations, and Chapter 14: Reflection complete the proposal.







[bookmark: _Toc238684527]Chapter 2: Company Description
[bookmark: _Toc238684528]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. It suits an emerging business as it gives the shareholders limited liability and allows for a recognised corporate identity, as well as investment and controlled growth (Companies House, 2024). The location also has commercially available premises, with current Levenshulme listings indicating examples of approximately £1,000–£1,200 per month, although suitability, size and final rental cost will require further assessment (Rightmove, 2026).
[bookmark: _Toc238684529]2.2 Product and Service Offering
FitLife Smart Gym will integrate physical gym resources and personalized digital resources. Core services will comprise fitness assessment, AI-assisted coaching, personal training, group classes, nutrition consultation, wellness coaching and 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 AI-driven workout suggestions and progress updates.
The system will use member-approved data, including activity levels, training history and fitness goals, to generate personalised workout recommendations and progress updates. AI recommendations will remain under qualified human supervision, with trainers monitoring progress, reviewing plans and providing professional advice where required. Combination Access will 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: _Toc238684530]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 demand can be seen from the growth in membership in the UK, with Jetts Levenshulme already comprising of 24/7 access, classes, personal training and connected equipment all 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 AI-assisted coaching, wearable-supported monitoring and human support can provide sufficient additional value.
[bookmark: _Toc238684531]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: _Toc238684532]2.5 Business Objectives and Goals
FitLife Smart Gym has established the following provisional SMART objectives as measurable planning targets, which will be tested and justified through the subsequent market, financial, operational and implementation analyses:
[bookmark: _Toc238684587]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 500 active paying members within 12 months of launch.

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

	Financial performance
	Reach operational break-even by the end of Year 2, with the required membership level confirmed through the 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


These targets are measurable milestones rather than claims of guaranteed performance. Their achievability will be tested through the subsequent financial, marketing, human capital and implementation analyses.
[bookmark: _Toc238684533]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. In 2024, the UK market had grown to 11.5 million members and in 2025, the total membership for the wider European market continued to increase (ukactive, 2025; EuropeActive and Deloitte, 2026). The use of wearables and AI can aid data-informed personalisation, and hybrid delivery can offer more flexibility. But this is already happening in the local market: Jetts Levenshulme is a connected provider of equipment, classes and 24/7 access. FitLife will therefore need to demonstrate that its AI-assisted coaching, wearable integration, human support and pricing provide sufficient additional value. This is not assumed and will be assessed through the following chapters of the BDP.
















[bookmark: _Toc238684534]3. Literature Review
[bookmark: _Toc238684535]3.1 Introduction to the Literature Review
The literature review establishes the theoretical basis for evaluating FitLife Smart Gym, focusing on the integration of artificial intelligence, wearable technology, personalised coaching and digital health support. TAM, HBM, SDT and SERVQUAL provide perspectives on technology acceptance, health behaviour, motivation and service quality. PESTLE, Porter’s Five Forces, VRIO, SWOT and the Business Model Canvas will support subsequent analysis of the external environment, competition, capabilities, strategy and value creation.
[bookmark: _Toc238684536]3.2 Technology Acceptance Model (TAM)
Davis’ (1989) Technology Acceptance Model (TAM) explains technology adoption through perceived usefulness and perceived ease of use. Perceived usefulness refers to whether users believe technology improves their performance, while perceived ease of use concerns the effort required to use it (Davis, 1989). Later research also supports the importance of these constructs in explaining digital technology adoption (Venkatesh and Davis, 2000).
TAM is relevant to FitLife because its mobile app, AI-powered coaching and wearable integration require customer acceptance. If users perceive AI workout recommendations and wearable monitoring as useful and easy to use, adoption may increase. Conversely, complex interfaces, excessive data requirements or unclear recommendations may reduce uptake
However, TAM primarily explains technology acceptance rather than sustained participation in physical fitness activities. Therefore, TAM alone cannot fully explain long-term engagement or retention. For FitLife, it will be complemented by Self-Determination Theory, which provides greater insight into motivation and continued participation.
[bookmark: _Toc238684537]3.3 Health Belief Model (HBM)
The Health Belief Model (HBM) explains health-related behaviour through perceptions of susceptibility, severity, benefits, barriers, cues to action and self-efficacy (Rosenstock, Strecher and Becker, 1988). It suggests that individuals are more likely to adopt health behaviours when they recognise potential health risks, perceive these risks as serious, believe that action will provide benefits and consider barriers manageable. HBM is relevant to FitLife’s preventive health and wellness positioning because personalised fitness guidance and wellness coaching can highlight the benefits of regular exercise and healthier lifestyles. Personalised support may strengthen self-efficacy, while digital reminders and progress notifications can act as cues to action. However, affordability, time, motivation and accessibility may remain barriers. HBM focuses primarily on individual perceptions of health risks and benefits and may not fully explain social motivation or continued engagement with fitness services. Therefore, it is used alongside SDT to provide a broader understanding of customer behaviour.
[bookmark: _Toc238684538]3.4 Self-Determination Theory (SDT)
Self-Determination Theory 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 highly relevant to FitLife because motivation, engagement and retention are important for sustained gym participation. Personalised coaching can support autonomy by allowing members to select individual goals and activities, while AI-assisted progress monitoring and achievable recommendations can strengthen competence. Human trainers and group classes can promote relatedness through professional and social support. Nevertheless, SDT does not directly address technology acceptance or competitive conditions. It is therefore used alongside TAM and strategic frameworks to provide a broader explanation of customer engagement.
[bookmark: _Toc238684539]3.5 SERVQUAL and Service Quality Theory
The five dimensions of SERVQUAL are reliability, responsiveness, assurance, empathy and tangibles (Parasuraman, Zeithaml and Berry, 1988). Reliability concerns delivering promised services, responsiveness concerns helping customers promptly, assurance reflects staff knowledge and professionalism, empathy concerns individual attention, and tangibles include physical facilities and equipment. SERVQUAL is relevant to FitLife because customer satisfaction will depend not only on technology but also on equipment reliability, staff behaviour, AI recommendation accuracy and personalised support. Human oversight of AI-generated recommendations can strengthen assurance, while personalised training can support empathy. SERVQUAL can therefore help assess service expectations and identify areas for differentiation. However, SERVQUAL was developed primarily for evaluating service quality and may require adaptation for FitLife’s hybrid model, combining physical services with AI, mobile applications and wearable technologies. Digital usability, technology reliability and data-related trust may therefore complement traditional SERVQUAL dimensions.
[bookmark: _Toc238684540]3.6 Strategic Frameworks
Several practical frameworks will support the later strategic analysis of FitLife Smart Gym.
PESTLE will assess the political, economic, social, technological, legal and environmental factors affecting FitLife’s external environment in Chapter 6.
Porter’s Five Forces will evaluate competitive intensity, including rivalry, buyer and supplier power, substitutes and new entrants, in Chapter 6 (Porter, 1980).
VRIO will assess whether FitLife’s resources and capabilities, including AI technology, wearable integration and skilled employees, can support competitive advantage in Chapter 7 (Barney, 1991).
SWOT will synthesise FitLife’s internal strengths and weaknesses with external opportunities and threats to support strategic decision-making in Chapter 7.
Business Model Canvas will examine FitLife’s value creation, delivery and capture mechanisms in Chapter 8 (Osterwalder and Pigneur, 2010).
[bookmark: _Toc238684541]3.7 Chapter Summary
The literature review establishes TAM as a basis for understanding technology acceptance, HBM for health-related behaviour, SDT for motivation and retention, and SERVQUAL for service quality. PESTLE and Porter’s Five Forces will support market and competitive analysis, while VRIO, SWOT and the Business Model Canvas will inform strategic and business-model development in the subsequent chapters.
[bookmark: _Toc238684542]Chapter 4: Research Methodology
[bookmark: _Toc238684543]4.1 Research Approach
This Business Development Proposal (BDP) will adopt a secondary research approach to evaluate the proposed FitLife Smart Gym in Levenshulme, Manchester. Secondary research is appropriate because the proposal can draw on existing government statistics, industry reports, academic literature, competitor information and commercial market data without conducting primary research (Saunders, Lewis and Thornhill, 2019). The study will combine quantitative and qualitative secondary evidence within an exploratory and analytical approach to examine market conditions, customer needs, competition, financial feasibility and operations. The research process follows a structured sequence of source identification, screening, selection, data extraction, triangulation and analysis, supporting a transparent and replicable methodology.
[bookmark: _Toc238684544]4.2 Data Sources and Search Strategy
The proposal will use secondary sources selected through a structured search strategy. Search terms will include “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 will be 2020–2026, covering recent market and local developments. Geographical analysis will progress from the UK to Greater Manchester, Manchester and Levenshulme. Sources will include ONS, Manchester City Council, Sport England, TfGM, ukactive, EuropeActive/Deloitte, Rightmove Commercial, Savills, competitor websites, academic journals and industry reports. Foundational sources such as Davis (1989), Porter (1980), Barney (1991) and Parasuraman, Zeithaml and Berry (1988) will be retained where theoretically necessary. Competitors will be selected by proximity, service similarity, target-customer overlap and publicly available pricing information. Sources will be selected based on relevance to the research questions, recency, geographical relevance, methodological transparency and authority. Government statistics, peer-reviewed academic research and recognised industry sources will receive priority. Source credibility will be assessed by considering the publisher, publication date, methodology, transparency of data and potential commercial interests.
[bookmark: _Toc238684545]4.3 Quantitative and Qualitative Evidence
The quantitative evidence will include population, household and deprivation data, physical activity levels, UK fitness membership and market revenue, competitor prices, commercial rent estimates, expected membership numbers, operating costs and projected revenue. These measures will support assessment of market conditions and FitLife’s financial requirements. Qualitative evidence will 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 will be reviewed to identify recurring themes and market developments. Combining both forms of evidence will provide measurable indicators alongside contextual understanding of customer needs, competitive positioning and industry change.
[bookmark: _Toc238684546]4.4 Data Analysis
Several analytical methods will be applied according to the characteristics of the secondary data. Descriptive analysis will summarise demographic, market and pricing data using frequencies, percentages, averages and comparisons where appropriate. Comparative analysis will assess competitors according to membership price, opening/access arrangements, services, personal training, technology and market positioning. Trend analysis will compare data across different years to identify changes in fitness membership, market revenue, technology adoption and wellness trends.
Academic and industry literature will be examined using thematic analysis, following the stages of familiarisation, coding, categorisation, theme development and interpretation (Braun and Clarke, 2021). This will identify recurring themes relating to technology adoption, customer motivation, personalisation, service quality and health behaviour.
Financial analysis will develop 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 will be estimated by dividing fixed operating costs by contribution per member. Sensitivity analysis will compare base-case, best-case and worst-case scenarios by varying membership numbers, pricing and operating costs to assess financial robustness. 
[bookmark: _Toc238684547]4.5 Application of Models and Frameworks
The theoretical models introduced in the Literature Review will be directly connected to the subsequent analysis.
[bookmark: _Toc238684588]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: _Toc238684548]4.6 Reliability and Validity
Data triangulation and multiple secondary sources will be used to strengthen reliability and validity by cross-checking evidence across government, industry, commercial and academic sources. Reliability concerns whether evidence is consistent and reproducible, while validity concerns whether the selected data appropriately measure the issue being analysed. Where conflicting figures are identified, differences in publication date, definitions and methodology will be examined, with the most authoritative and current source prioritised and significant discrepancies transparently reported. Competitor websites and commercial property listings may contain promotional or commercial bias; therefore, such information will be cross-checked against independent or alternative sources where available. Multiple sources will be used rather than relying on a single dataset. Government sources such as ONS and Manchester City Council, alongside Sport England, recognised industry reports and peer-reviewed academic literature, will provide the principal evidence base. Source dates will also be considered, particularly for changing membership prices and rental costs. 
[bookmark: _Toc238684549]4.7 Limitations and Ethical Considerations
The main limitation is the reliance on secondary data, particularly because Levenshulme-specific evidence on gym demand, willingness to pay and fitness preferences is limited. The absence of primary surveys and interviews prevents direct measurement of prospective customers’ views. Competitor prices, promotional offers and commercial rents may change over time, while commercial data may have limited availability. Conflicting definitions across datasets may also affect direct comparability, and commercial sources may contain promotional bias. Furthermore, the rapid development of AI and digital fitness technologies may reduce the applicability of some existing evidence. Ethically, the research uses publicly available secondary data and involves no participant recruitment, surveys, interviews or personal data collection. Sources will be accurately cited using UWTSD Harvard (Cite Them Right), and evidence will not be fabricated or misrepresented. Customer-related findings will be interpreted responsibly. 
[bookmark: _Toc238684550]4.8 Chapter Summary
This chapter has established a transparent secondary research methodology for evaluating FitLife Smart Gym. The structured process of source selection, credibility assessment, data triangulation and mixed analytical techniques provides a consistent basis for the subsequent market, competitive, strategic, financial, operational and feasibility analyses.
[bookmark: _Toc238684551]Chapter 5 — Market Opportunity Analysis
[bookmark: _Toc238684552]5.1 Scope and Market Definition
For this analysis, the relevant market is defined as AI-powered hybrid gym and fitness/wellness services purchased by digitally receptive adult consumers within Levenshulme and a realistic surrounding Manchester catchment, delivered through a physical gym and supporting digital channels using current 2026 market evidence. The market therefore includes customers seeking conventional gym access alongside personalised fitness guidance, wearable-supported monitoring and digital engagement. The geographical boundary extends beyond Levenshulme itself because customers may travel from neighbouring areas where transport accessibility and travel time make the proposed facility realistically reachable. The channel boundary includes on-site membership and services together with app-based and digital support. This definition is commercially appropriate because it connects the proposed offer, identifiable customer group, realistic catchment and delivery model, rather than treating the wider UK fitness industry as FitLife's directly accessible market.
[bookmark: _Toc238684553]5.2 Market Size and Growth
The UK health and fitness sector provides evidence of an established and expanding market. In 2025, 12.2 million people aged over 16 were members of a health and fitness club, representing an 18% penetration rate, while club visits increased to 679 million and total sector income reached £6.5 billion, compared with £5.7 billion in 2024 (ukactive, 2026). The increase in visits and membership alongside income growth provides stronger evidence of expanding participation than revenue growth alone. Nevertheless, national market growth cannot be treated as FitLife’s directly accessible demand because geographical reach, customer characteristics and competitive conditions differ considerably.
The market can therefore be narrowed from TAM to SAM and SOM. At the broadest level, the UK fitness sector represents FitLife’s TAM context. 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 willingness 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. This should be treated as a conservative launch-capacity assumption rather than a guaranteed market share, and its achievability will depend on premises capacity, customer acquisition, conversion and retention. The assumption should therefore be tested through pre-launch registrations, customer surveys and early membership conversion data. Technology trends further support the opportunity, with wearable technology and mobile exercise applications ranking highly among global fitness trends (ACSM, 2024).

[bookmark: _Toc238684554]5.3 Market Segmentation and Target Customer
FitLife’s market can be segmented geographically, demographically, psychographically 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. The 2021 Census recorded 19,647 residents and 7,235 households in Levenshulme, providing a substantial local population base (Manchester City Council, 2021). However, the ward should not automatically be treated as the entire customer market because actual catchment will depend on travel time, transport accessibility and competitor locations.
Demographically, Manchester has a relatively young population, including 61,887 people aged 20–24, 52,583 aged 25–29 and 47,999 aged 30–34, with a median age of 31 (Manchester City Council, 2021). This supports the relevance of working-age adults as a potential customer group, although these figures are Manchester-wide and cannot be assumed to represent Levenshulme precisely. Levenshulme’s household structure also includes 30.2% one-person households, which may indicate a relevant context for flexible and individually oriented leisure services; however, this should not be interpreted as direct evidence of demand for FitLife (Manchester City Council, 2021).
Psychographically, FitLife is intended for consumers who value health and wellbeing, convenience, personalised support and technology-enabled fitness experiences. This is consistent with the wider importance of wearable technology and mobile exercise applications within contemporary fitness trends (ACSM, 2024). Behaviourally, the priority segment comprises existing or potential regular gym users who value exercise, progress monitoring, personalised guidance and convenient digital support. 
Therefore, FitLife’s priority segment is digitally receptive working-age adults in and around Levenshulme who seek affordable, convenient and personalised fitness support. This is an evidence-informed strategic segment rather than an invented persona. Nevertheless, the available evidence does not establish a sufficiently precise Levenshulme-specific age, income or willingness-to-pay profile. This remains an important assumption requiring validation through customer research. 
[bookmark: _Toc238684555]5.4 Pain Points, Unmet Needs and Demand
An important potential opportunity for FitLife arises from the growing interaction between conventional fitness provision and technology-enabled exercise. However, the existence of these trends does not, by itself, establish that local customers specifically experience a need for an AI-supported gym. UK health and fitness activity nevertheless provides evidence of substantial engagement with formal fitness provision: health club visits reached 679 million in 2025, an increase of 10%, while membership reached 12.2 million (ukactive, 2026). This demonstrates an established customer base for fitness services, although it cannot confirm demand for FitLife’s specific proposition.
Technology adoption provides further evidence of a potentially relevant customer preference. Wearable technology and mobile exercise applications were among the leading global fitness trends for 2025, while data-driven training technology also ranked highly (ACSM, 2024). This suggests that technology-supported exercise, progress monitoring and data-informed training are becoming increasingly relevant to fitness consumers. However, this evidence establishes technology relevance rather than a confirmed local need for AI coaching. FitLife’s opportunity therefore depends on whether customers perceive the combination of AI-assisted guidance, wearable integration and human coaching as sufficiently useful to justify choosing the service over existing alternatives.
Affordability represents an important constraint on demand. Gym membership is generally discretionary expenditure, meaning customers facing financial pressure may reduce usage, choose cheaper providers or substitute gym membership with home exercise and free digital fitness applications. This creates both a threat and an opportunity: FitLife could respond through an accessible, value-based membership structure that combines physical facilities with personalised digital support rather than attempting to compete solely on price. However, local evidence concerning willingness to pay specifically for AI-supported fitness remains limited, so any proposed membership price should initially be treated as an assumption requiring validation rather than established market demand.
Switching decisions are likely to involve price, location, convenience, service quality, personalisation, technology and the quality of customer support. Consequently, FitLife cannot rely on technology alone to motivate switching; it must demonstrate additional customer value compared with familiar alternatives. Demand may also display seasonality, particularly around New Year when health and fitness motivation typically increases. However, the scale and durability of such effects cannot be established from the available Levenshulme-specific evidence. Overall, the evidence supports a potential demand opportunity, but local willingness to pay, AI adoption and sustained customer engagement remain critical uncertainties to be tested before launch. 
[bookmark: _Toc238684556]5.5 Economic and Geographic Conditions
Economic conditions are significant because gym membership is generally a discretionary expenditure, making affordability and price sensitivity important to FitLife’s demand. In 2026, CPI inflation rose by 2.6% in the year to June, while CPIH inflation increased by 2.8% (ONS, 2026). Although inflation has moderated compared with previous periods, continuing price increases can constrain disposable income and encourage consumers to compare gym prices, reduce discretionary spending or select lower-cost alternatives. This creates a potential constraint for FitLife because the additional cost of AI, wearable integration and human coaching may make a substantial price premium difficult to sustain. However, affordability pressure does not eliminate demand; instead, it may increase the attractiveness of flexible memberships, introductory offers and value-based packages. FitLife should therefore compete through perceived value rather than simply charging a technology premium.
Local socioeconomic conditions further reinforce the need for segmentation. In the 2021 Census, 39% of Levenshulme households were not deprived in any dimension, while 61% experienced deprivation in at least one dimension (Manchester City Council, 2021). This indicates variation in household circumstances and purchasing capacity rather than uniform affordability constraints. Consequently, FitLife should avoid assuming that all local residents have the same ability or willingness to pay and should instead consider differentiated membership options.
Geographically, Levenshulme provides an immediate population base of 19,647 residents and approximately 7,234 households, but the ward should not automatically be treated as FitLife’s complete customer catchment (Manchester City Council, 2021). The realistic market can extend into neighbouring communities where customers can reach the facility conveniently. Greater Manchester’s Bee Network integrates bus, tram, walking and cycling provision, while planned accessibility improvements include step-free access at Levenshulme railway station (TfGM, 2026). Local active-travel initiatives also support walking and cycling access. These conditions can widen FitLife’s practical catchment beyond the ward itself, although actual reach will depend on travel time, customer convenience and the location of competing gyms. Thus, geographic accessibility strengthens the opportunity, but Levenshulme’s population should not be equated automatically with FitLife’s available customer base.). 
[bookmark: _Toc238684557]5.6 Research Findings and Opportunity Synthesis
Overall, the evidence indicates a conditional market opportunity for FitLife Smart Gym rather than an immediately confirmed commercially viable opportunity. The analysis demonstrates an established and growing UK fitness market, with health and fitness club membership reaching 12.2 million and sector income increasing to £6.5 billion in 2025 (ukactive, 2026). The Manchester population also provides a substantial urban customer base, while Levenshulme offers a more focused initial catchment of 19,647 residents (Manchester City Council, 2026). These factors strengthen the potential scale and accessibility of the opportunity.
The demand case is further supported by the growing importance of wearable technology, mobile exercise applications and data-driven training, which indicates favourable conditions for FitLife’s technology-enabled proposition (ACSM, 2024). However, these national and global trends do not establish that Levenshulme customers will specifically adopt AI-supported gym services or pay a premium for them. Similarly, the estimated local segment provides an indication of potential market scale rather than guaranteed membership demand.
Against the six opportunity criteria, need strength, market scale and technological relevance are relatively favourable, while target accessibility and demand quality remain conditional on local customer acquisition and willingness to pay. Economic pressures may also encourage customers to compare FitLife with lower-cost gyms and free digital alternatives. Consequently, evidence confidence is moderate rather than high, particularly because Levenshulme-specific evidence on AI adoption and willingness to pay remains limited.
[bookmark: _GoBack]FitLife should therefore pursue the opportunity through accessible value-based pricing, conservative initial membership assumptions and demand validation before substantial technology investment. Overall, the opportunity is most credible if FitLife can convert sufficient local customers, achieve strong retention and demonstrate that integrated AI, wearable monitoring and human coaching create enough additional value to justify its costs. 
[bookmark: _Toc238684558]Chapter 6 — Competitive Environment Analysis
[bookmark: _Toc238684559]6.1 Introduction
This chapter evaluates the competitive environment facing FitLife Smart Gym and assesses how external industry conditions affect its ability to establish a sustainable position in the Levenshulme and wider Manchester catchment. The analysis applies competitor landscape analysis, Porter’s Five Forces and PESTLE to assess competitive intensity, external pressures and industry attractiveness (Porter, 1980; Porter, 2008). Competitor analysis establishes the basis for comparing price, accessibility, services and positioning, while Five Forces evaluates rivalry, buyer and supplier power, entry barriers and substitutes. PESTLE is used selectively to identify external factors with direct implications for FitLife. The chapter concludes by identifying key success factors and a potential differentiation space that informs the strategic analysis in Chapter 7.
[bookmark: _Toc238684560]6.2 Local Competitor Landscape
FitLife would enter a competitive market containing both direct gym competitors and indirect fitness substitutes. The direct competitive set should reflect the realistic catchment rather than all fitness providers across Greater Manchester. Jetts Levenshulme is the most immediate direct competitor because it is physically located on Stockport Road, is close to Levenshulme station and provides 24/7 access. Its current membership is £32.95 per month, with unlimited access and classes included. It also promotes connected equipment, personal trainers and a community-oriented environment (Jetts, 2026).
PureGym is also relevant because its Manchester gyms near Levenshulme provide a low-cost alternative. PureGym identifies Manchester Debdale and Denton as nearby locations, with memberships from £17.99 per month plus a joining fee. The gyms provide 24-hour access, flexible contract-free memberships, more than 220 pieces of equipment and over 50 classes per week across the relevant facilities (PureGym, 2026).
A wider catchment also exposes FitLife to JD Gyms and independent/leisure facilities. JD Gyms operates several Manchester-area sites and competes through equipment, classes, flexible memberships and relatively accessible pricing (JD Gyms, 2026). Within approximately 1–2 miles of Levenshulme, facilities listed by Hussle include 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: _Toc238684589]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



Indirect substitutes are equally important. Customers can choose home workouts, free online fitness content, mobile exercise applications, outdoor running and self-directed wearable-based training instead of paying for gym membership. This is commercially significant because FitLife is not only competing against gyms for expenditure but against alternative ways of achieving fitness outcomes. (ACSM, 2024).
[bookmark: _Toc238684561]6.3 Competitor Strengths and Weaknesses
The principal competitors possess different sources of competitive strength. Jetts has a particularly strong location and convenience advantage because its Levenshulme site provides 24/7 access and is positioned close to the local railway station. Its £32.95 monthly price includes classes, while connected equipment and personal trainers broaden the service proposition beyond basic equipment access (Jetts, 2026).   PureGym's major strength is its low-cost and flexible proposition. Its nearby Manchester gyms offer 24-hour access, contract-free membership, substantial equipment and classes at a significantly lower entry price than Jetts (PureGym, 2026). Its scale and established operating model also make price-based competition difficult for a new entrant.
Community and leisure facilities provide another form of competition. Levenshulme High School's Energy Box offers a gym, sports hall, 3G pitch and classes to the general public during evenings and weekends, creating a locally accessible alternative (Levenshulme High School, 2026). Kingfisher Health Club represents a different competitive tier, offering facilities such as a swimming pool, spa, sauna, personal training, fitness studio and group activities (Hussle, 2026). This leaves FitLife with a potential opportunity to integrate AI-supported personalisation, wearable monitoring and human coaching rather than claiming that individual competitors lack these capabilities.
[bookmark: _Toc238684562]6.4 Strategic Positioning
FitLife's proposed competitive position can be understood through two dimensions: price/accessibility and personalisation/technology integration. PureGym occupies the lower-price, high-convenience end of the market, whereas Jetts combines accessible pricing with 24/7 access, classes and connected equipment. Premium health clubs such as Kingfisher occupy a higher-price position based on broader facilities and services. FitLife should therefore avoid positioning itself as another low-cost gym because established operators possess scale, brand recognition and purchasing advantages.
Instead, the proposed position is mid-market/accessibly priced with high personalisation, technology integration and human support. The objective is not to offer the lowest membership price but to create greater perceived value per customer through a more integrated service experience. 
[image: ]
[bookmark: _Toc238684596]Figure 1: Proposed Competitive Positioning Map
The map represents a strategic proposition rather than a measured market-space claim. Its attractiveness depends on whether customers perceive the additional personalisation and technology as sufficiently valuable to justify FitLife's intended price.
[bookmark: _Toc238684563]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
Competitive rivalry is high because consumers have multiple gym options across different price and service levels. Jetts directly operates in Levenshulme at £32.95 per month, while PureGym offers nearby low-cost alternatives from £17.99 per month. Other leisure and health facilities provide further alternatives (Jetts, 2026; PureGym, 2026; Hussle, 2026). The UK sector also contains 5,842 health and fitness clubs, demonstrating the breadth of existing provision (ukactive, 2026). FitLife therefore faces substantial rivalry and cannot rely on gym access alone. 
Implication: differentiation through integrated service quality, personalisation and customer experience is strategically necessary.
Threat of New Entrants — Moderate
Entry is possible, but it is not frictionless. A new gym requires suitable premises, equipment, insurance, staffing, technology, marketing and sufficient initial capital. An AI-enabled model adds further requirements involving software integration, data governance, technology maintenance and specialist capabilities. However, the continued expansion of the UK fitness sector indicates that entry remains commercially possible; the number of clubs increased to 5,842 in 2025 (ukactive, 2026). 
Implication: FitLife needs capabilities that are difficult to reproduce quickly, particularly integrated customer data, service processes and customer relationships.
Buyer Power — High
Buyer power is high because customers can compare membership prices and switch between competing gyms. PureGym's contract-free model explicitly allows customers to move or leave, while Jetts also promotes no lock-in contracts (PureGym, 2026; Jetts, 2026). In addition, customers can substitute gym membership with free digital content, home exercise or outdoor activity. 
Implication: FitLife must demonstrate benefits that justify the membership price and create retention through progress, convenience and personalised support.
Supplier Power — Moderate
Supplier power varies by resource. Standard gym equipment can generally be sourced from multiple providers, reducing dependence on individual suppliers. However, specialist AI software, wearable integration, app infrastructure and skilled fitness professionals may create greater dependency. Switching technology suppliers could also generate integration, training and data-transfer costs. This suggests that supplier power is moderate rather than uniformly high. The importance of technology is reinforced by the prominence of wearable technology, mobile exercise applications and data-driven training in ACSM's fitness trends (ACSM, 2024). 
Implication: FitLife should avoid excessive dependence on a single technology provider and use contractual service levels, interoperability and alternative suppliers where feasible.
Threat of Substitutes — High
Substitution pressure is high because customers can achieve some fitness outcomes without traditional 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, AI-supported recommendations and accountability.
Overall, the Five Forces indicate a challenging but potentially attractive industry. High rivalry, buyer power and substitutes make price competition unattractive, while moderate entry and supplier barriers mean that operational capability is important for sustainable differentiation.
[bookmark: _Toc238684564]6.6 PESTLE Analysis
[bookmark: _Toc238684590]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). Implication: FitLife can align its proposition with preventative health and physical activity objectives, although it should not represent itself as a healthcare provider without appropriate evidence or governance.

	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). Implication: consent, lawful processing, data minimisation, security and appropriate governance must be embedded in the business model.

	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: _Toc238684565]6.7 Key Success Factors and Industry Attractiveness

The analysis identifies five priorities rather than treating all success factors as equally important.
[bookmark: _Toc238684591]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: _Toc238684566]6.8 Market Gaps and Strategic Implications
The competitive analysis does not establish a completely unserved market. Existing providers already offer several elements of FitLife's proposed proposition. Jetts, for example, combines 24/7 access, classes, connected equipment and personal trainers, while PureGym combines low-cost access, equipment, classes and flexible membership (Jetts, 2026; PureGym, 2026). Technology-enabled fitness alternatives are also increasingly available through wearables and mobile applications (ACSM, 2024).
The potential opportunity is therefore better described as a differentiation space rather than a confirmed market gap. FitLife proposes to integrate AI-assisted personalisation, wearable-supported monitoring, human coaching, physical gym access and digital engagement into one customer experience. The potential advantage arises from integration, rather than claiming that AI, wearables or coaching individually are unique.
However, this positioning remains conditional. Local willingness to pay for AI-supported membership has not yet been conclusively established, competitors could introduce similar services, and technology and staffing costs may reduce margins. 
[bookmark: _Toc238684567]6.9 Chapter Summary
The analysis indicates that FitLife would enter a highly competitive but potentially attractive fitness environment. Jetts provides strong local convenience, while PureGym and other providers create significant price and service alternatives. Buyer power and substitution threats are high, whereas entry and supplier barriers are moderate. Consequently, competing primarily on price would be difficult. FitLife's potential differentiation lies instead in integrating AI-assisted personalisation, wearable monitoring and human coaching. This conditional differentiation, supported by reliable technology, qualified trainers, value-based pricing, retention and strong data governance, provides the strategic foundation for Chapter 7.














[bookmark: _Toc238684568]Chapter 7 — Business Strategy
[bookmark: _Toc238684569]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 will evaluate the resources and capabilities that Vrio will make for FitLife, and SWOT will combine factors of strength and weaknesses of FitLife with opportunity and threat of external factors. The chapter will 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) will be discussed.
[bookmark: _Toc238684570]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 potential for AI-driven recommendations and tracking customer progress is offered by broader advancements in digital fitness and wearables technology, as seen in other applications like FitLife.FitLife has the opportunity to incorporate AI-powered recommendations and monitor customer progress, mirroring other applications in the digital fitness and wearable industry (Barney, 1991).
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 will demand low-cost and flexible memberships to gain access to discretionary fitness services. These pressures could also lead to opportunities for FitLife to provide differentiation in their packages, not just by the price tag, but by the value they can deliver.
Last, but not least, on the technology-investment and data-protection requirements side, there are implementation risks due to the need for reliable AI and wearable systems. However, innovation needs to be balanced with affordability, operational reliability and customer trust; which is why it's imperative that the company, FitLife, strikes a balance. 
[bookmark: _Toc238684571]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). The analysis suggests that the value of FitLife is more likely to result from the integration of resources, rather than any particular technology.
[bookmark: _Toc238684592]Table 7.Internal Analysis: VRIO
	Resource/Capability
	Valuable?
	Rare?
	Difficult to imitate?
	Organised?
	Strategic implication

	AI-assisted personalisation
	✓
	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



AI-assisted personalisation 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 AI 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. This means that it's more likely to offer a short-term benefit until FitLife can improve their integrated customer experience.
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 will be more likely to build a competitive parity. But a human and AI-driven recommendation may provide added strategic value   Trusted customer data may be a major asset as customer data capability could become a major asset as accumulated, responsibly managed customer information may support increasingly personalised services.

The VRIO analysis indicates that the competition with AI technology should not be a priority for FitLife. It has the greatest potential in developing a capability that integrates the technology, instruments, and monitoring, wearable technologies, coaching, and human aspects, and proximity and personalised service (Barney, 1991).
[bookmark: _Toc238684572]7.4 SWOT Analysis
As described in earlier chapters, SWOT is a strategic synthesis of the internal strengths and weaknesses of FitLife, as well as the external opportunities and threats. The analysis does not present new evidence, but rather a compilation of what was found through the market and competitive and internal assessments
[bookmark: _Toc238684593]Table 8.SWOT Analysis
	Strengths
	Weaknesses

	Integrated physical and digital proposition
	New and unproven brand

	AI-assisted personalisation
	High initial technology investment

	Wearable integration
	Dependence on skilled staff

	Human coaching
	Limited initial customer base

	Local accessibility
	Potentially high operating costs

	Personalised customer experience
	Need to establish trust in AI recommendations

	Opportunities
	Threats

	Growth of digital fitness
	Established competitors such as PureGym and Jetts

	Increasing wearable adoption
	Strong price competition

	Preventive health and wellness interest
	Home workouts and free digital alternatives

	Demand for personalised services
	Inflation and cost-of-living pressures

	Hybrid fitness models
	Technology obsolescence

	Potential local unmet needs
	GDPR and data-protection requirements


Based on the SWOT synthesis it was determined that the main strategic opportunity for FitLife is differentiation by integration and not price. It's a mix of all things physical, coupled with personalisation via AI, wearables and coaching by humans, that could result in a customer offer that's different from the traditional low-cost gym. The strategy has some weaknesses though. FitLife would be a new business with no proven customer loyalty or brand recognition and could suffer from technology, staffing and facility expenses impacting profitability. AI recommendations and proper use of customer data would also need to be trusted and responsibly managed.
On the outside world, the interest in personalised wellness and wearable tech and digital fitness offers differentiation possibilities. On the other hand, customers have the option to react to financial strain by picking a less costly gym, a house exercise or even complimentary digital service. Thus, the SWOT analysis backs a differentiation strategy that must be done with caution and with the important consideration that cost control must be achieved, the customer value must be clear, the technology must be reliable and trust and retention must be maintained. This is consistent with VRIO where sustainable advantage is more likely to be derived from the complementary resources that are integrated into the system rather than from AI technology itself (Barney, 1991; Porter, 1985).
[bookmark: _Toc238684573]7.5 Strategy Selection
The findings presented in Chapters 5 and 6 suggest that the best approach for FitLife is to adopt a differentiation strategy rather than a cost leadership strategy. Porter (1985) says that differentiation can be a source of competitive advantage if it provides the customer with value that is different from what the competitors offer. This is important for FitLife, as there are established fitness providers in the area, and members can make a quick comparison on fitness membership prices. Sustained competition based on price is difficult for a new entrant because of high buyer power and availability of low-cost alternatives.
FitLife should thus be a mid-market and accessible fitness provider, with high personalization, which is enabled by technology and human support. Proposed integration of AI-assisted coaching, wearables, progress monitoring, customisable objectives, and physical spaces along with trainers sets a foundation for differentiation. It is important to note that the strategy shouldn't take for granted that AI is single. AI and wearables are easily accessible resources to competitors as they have been identified in the VRIO analysis. The strategic benefits are thus to be found in making these resources fit into a harmonized customer experience (Barney, 1991).
A focused approach is also suitable, as FitLife is designed to target customers in Levenshulme and a realistic surrounding catchment area of Manchester and not the UK market. A geographic focus may enable the business to narrow the focus of its marketing, service design and approach to customers to a well-defined segment.
Thus, the strategic one can be stated as follows:
Increased customer preference and competition → cost leadership is not a very appealing strategy to pursue → a need for differentiation through the value created by the product/service → AI + wearables + human coaching → differentiation focus.
FitLife shouldn't make a claim to being a high-priced gym just because it offers “high tech” equipment. Rather, the price must be affordable when compared to a top-of-the-line product, and the value it provides through customisation, ease of use, accountability, and embedded service, support, etc. features make the difference. 
Overall, focused differentiation makes the best strategic match to link FitLife's proposed resources to the customer needs identified in Chapter 5 and the competitive pressures identified in Chapter 6. But the methodology is subject to the availability of technology and staffing, service quality and the ability to show customers that there is value added and they are willing to pay for it.
[bookmark: _Toc238684574]7.6 USP and Value Proposition
FitLife's proposed USP should focus on "integration" rather than making any single technology totally unique. It aims to have the following proposed USP
An experience of a smart-gym where the AI 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: _Toc238684594]Table 9.The preceding analysis
	Customer issue
	FitLife response
	Customer benefit

	Generic workout guidance
	AI-assisted personalisation
	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 will be 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: _Toc238684575]7.7 Competitive Advantage and Key Success Factors
The key to making their proposed differentiation work will be whether it can be translated into customer experiences that can be replicated and are valuable to customers. These key success factors as identified in Chapter 6 should be realigned with specific strategic and operational actions.
[bookmark: _Toc238684595]Table 10.Competitive Advantage and Key Success Factor
	Key success factor
	How FitLife will secure it

	Competitive pricing
	Use tiered membership options and value-based pricing rather than competing solely on the lowest price.

	Technology reliability
	Select reputable technology providers and establish testing, maintenance and monitoring processes.

	Qualified trainers
	Recruit appropriately qualified staff and support continuing professional development.

	Personalisation
	Combine AI-supported recommendations with appropriate customer data and human oversight.

	Customer experience
	Integrate the app, gym facilities, coaching and customer support into a consistent service experience.

	Retention
	Use progress monitoring, personalised goals, regular engagement and community-building activities.

	Trust and data privacy
	Apply transparent consent, responsible data governance and GDPR-compliant practices


These mechanisms are critical since FitLife can't get a competitive edge just through acquiring technology. For instance, if you've bought an AI system, it could be relatively simple for competitors to do the same. Conversely, the creation of effective processes to integrate AI recommendations with wearables, trainers and customer interactions can lead to increased organisational capability
So the path to competitive advantage is an operational one: making the best use of FitLife's resources to provide a value that customers can count on to get every time they use the product. This aligns with the VRIO analysis, that is, if potentially valuable resources are to be of value to the organisation, then organisational capability and integration is necessary (Barney, 1991).
[bookmark: _Toc238684576]7.8 Strategic Architecture
The following strategic architecture connects the findings of the preceding chapters with FitLife’s proposed business strategy
[image: ]
[bookmark: _Toc238684597]Figure 2.Strategic Architecture
The diagram illustrates the process of developing FitLife from a market need to a strategic choice that delivers customer value and a possible competitive advantage. It also reveals the truth that the ultimate goal of the strategy is not just adoption of technology, but sustainable customer engagement, retention and revenue generation.



















[bookmark: _Toc238684577]Chapter 8: Business Model Canvas
[bookmark: _Toc238684578]8.1 Model Overview and Strategic Alignment
The Business Model Canvas (BMC) is used to develop a clear business model for FitLife Smart Gym based on a focused differentiation strategy. The framework looks at the ways in which an organisation creates, delivers and captures value, with its nine elements being interconnected: customer segments, value proposition, channels, customer relationships, revenue streams, key resources, key activities, key partnerships and cost structure (Osterwalder and Pigneur, 2010). The BMC builds on the market opportunity and competitive analysis of the two previous chapters, and the strategic analysis from the previous chapter, to show how FitLife can integrate the three core aspects of the fitness model – AI supported personalisation, wearable tech, and human coaching – into a user-friendly hybrid fitness solution.
[bookmark: _Toc238684579]8.2 Customer Segments and Value Proposition
The main target market for FitLife will be digitally savvy working-age adults in Levenshulme and the wider catchment of Manchester that are looking for fitness support that is convenient, personalised and accessible to them. This segment mirrors the market opportunity outlined in Chapter 5 and the need for convenience, personalisation, technology and fitness and affordability. The business could also draw in secondary clients who like traditional gymnasiums, however appreciate the added digital tracking and adaptable assistance. 
The value proposition comes from tackling some potential shortcomings of traditional gym experiences: lack of specificity in exercise programmes, lack of accountability, inconsistent motivation, and the lack of connecting physical exercise with digital progress tracking. FitLife will integrate physical gym spaces with an app-based service, AI-driven recommendations, and wearable-enabled progress monitoring and access to certified human trainers. This integrated proposition also emphasizes perceived usefulness and ease of use in the adoption of digital technologies (Davis, 1989), as well as motivational support can be enhanced by autonomy, competence and relatedness (Ryan and Deci, 2020).
The primary benefit for customers is not just access to gym-based equipment, but a more tailored, connected and supported fitness experience. AI can be incorporated for recommendations and monitoring, with human trainers offering professional judgement, reassurance, and interpersonal support. The same combination can also play a part in service quality in terms of reliability, responsiveness, assurance and empathy (Parasuraman, Zeithaml and Berry 1988), but traditional SERVQUAL dimensions need to be adapted to apply to a hybrid physical-digital service. 
[bookmark: _Toc238684580]8.3 Channels and Customer Relationships
FitLife will utilize both print and online media. The mobile application will be used to facilitate access to the programme, progress monitoring, communication and engagement in the gym outside of the gym and the principal service delivery area will be the gym premises. Digital channels – website and social media – can be used to help with awareness and customer acquisition. The choice of memberships should be made available online and/or in the gym for customers to review before signing up.
Customer relationships will be a mix between personal service and digital self-service and continued engagement. On boarding can set customer goals and give them an overview of how the app and wearable integration works. Routine engagement can be aided by AI-generated recommendations, and trainers can offer tailored advice when needed. Goal setting, goal reviews, feedback mechanisms and community activities can help retain. 
[bookmark: _Toc238684581]8.4 Revenue Streams and Cost Structure
Recurring gym memberships will be the main source of income, with a tiered model of memberships that offer varying levels of access to the gym, digital support and coaching. Other supplementary services, such as personal training, or revenues may be generated where commercially justified. FitLife's strategy of Chapter 7 is not a low-cost approach, but rather a value-based approach to pricing.
The key fixed costs are likely to be premises, key staff, insurance, licences, software and technology subscriptions. Variable or volume-sensitive costs can include payment fees, equipment maintenance, customer acquisition and more technology usage. The use of AI systems, app development or integration, and wearable technology can be expensive at the start. Therefore, staffing, technology, compliance and marketing costs should be consistent with the membership revenue assumptions from the later financial analysis
[bookmark: _Toc238684582]8.5 Key Resources, Key Activities and Key Partnerships
FitLife's central elements will be a well-equipped gym space, fitness gear, certified trainers, digital systems, AI-powered innovations, wearable technology, financial backing, and customer information capacity. The premises and equipment allow for physical service and app, AI and wearable systems enable digital part of value proposition. Even with the technology in place, qualified trainers will continue to be important, as technology cannot replace the professional judgement, interpersonal support and assurance that the proposed model requires.
Gym operations, programme customization, AI-informed suggestions, tracking progress, personal training, customer welcome, marketing, retention, tech support and data management. These activities should function as a whole and not as separate activities. Good personalisation relies, for instance, on suitable customer data, trustworthy technology and trainer supervision.
Key partnerships can include AI or Software providers, wearable technology providers, equipment suppliers or specialist technology-support organisations. These connections can offer features which a new enterprise might not be able to create for itself without costly or impractical means. FitLife should not rely too heavily on one technology supplier as it could be subject to operational and financial risks due to supplier dependency, switching costs and technological obsolescence. 
[bookmark: _Toc238684583]8.6 Integration, Assumptions and Conclusion
Overall, the BMC offers a clear linkage between FitLife's target customers, differentiated value proposition and operating system. This is all because of the customer need to have an easy and customizable support, which is the reason for the integration of the physical gym, the Gym-App, the wearables and human coaching. These features will need the right resources, activities and partnership and are primarily funded through recurring membership revenues. The model is contingent on generating adequate numbers of customers and retaining them and having control over technology, staffing, and premises expenses. Willingness to pay, technology adoption and retention are thus key assumptions that need to be tested prior to full implementation. The BMC thus serves as a stepping stone to the subsequent marketing, operational and financial plans.
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