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Executive Summary
The overall aim of this project is to improve the marketing at Results of Excuses. This will be achieved through the development of a marketing strategy suggesting steps to be taken in order to attract new clients to Results or Excuses, and to report marketing strategy and provide recommendations to Nathan Blackler (business owner) in a professional manner by Wednesday 15th January 2020.
An environmental analysis comprising of a SWOT analysis, Porter’s Five Forces Analysis and a Stakeholder analysis showed promise for Results or Excuses to successfully implement this project. There are little to no forces against the business, with numerous opportunities which are feasible at this moment in time.
The operational requirements for this project would be time; for the project manager to gather data, the business owner; for regular touchpoints, technology; numerous social media sites as well as tools to aid social media posts, and data; concerning the current social media presence of the business.
The timeline for this project is projected at 5 weeks for preparation, and a minimum run time of two months to allow sufficient time for customers to engage with the business. The cost of this project will be £0 as use of social media (with suggested tools) is free to use.
An agile management approach should be exercised during this project in order to ensure inclusivity and flexibility. Initial financial projections expect an increase in income of £870 for the first month following full project implementation. Cost per Lead, Conversion Rate and Incremental Sales are metrics which should be used in order to measure the success of the project.
The recommendations from this report are as follows:
· Increase social media presence
· Be consistent with social media posts
· Ensure cross-platform posts on social media (Hootsuite)
· Use tools to improve the aesthetics of social media posts (Canva)
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1.0 Project Description with Business Case
This is the final report for Leading and Managing Projects for Results or Excuses Swansea. The purpose of this report is to improve the current Marketing efforts at Results or Excuses, in order to attract more clientele. This report illustrates the strengths and weaknesses using a SWOT analysis (Helms and Nixon, 2010), then suggests recommendations for future marketing efforts. The report also highlights the strategies which were undertaken throughout this project in an effort to achieve the desired outcome.
This report is important to Results or Excuses as it will offer recommendations and guidance for future marketing efforts. Subsequently, the business will benefit from such recommendations and guidance through the following:
The increase in income will come through the uptake of memberships as well as one-to-one training, the creation of diet plans and exercise plans, and the sale of gym-branded supplements and apparel.
Increased exposure for the business as well as the business owner (being a Personal Trainer). Heightened exposure would attract more clientele, further enhancing the businesses competitive position (Burke and Hussels, 2013). Subsequently, should the business become more successful, new developments could be made to the business through the offering of new services such as gym classes or football.
Allowing potential to enter new markets (Porter, 1979), for example gym-branded supplements or apparel which would enhance the customer journey whilst adding a personalised touch (McGovern, 2019).
Rattan (2010) outlines how sport management has gained the interest of consumers within society due to how sport encourages social benefits. A businesses competitiveness can be enhanced through the improvement of its public image. This can be achieved through the integration of sport via social initiatives. Perez, Minguet and Freire (2010) rationalised that sport management is heavily centred around the client, which includes the quality of service as well as the client’s perception of the service. The SERVQUAL model has been used in the past, however, has proven inefficient in measuring the quality of sporting services. In more recent years, the ISO model and the EFQM model have proven more useful, however were deemed too rigid to measure a service. Therefore, leaving a somewhat grey area in the measurement of quality a service may have. For this reason, it is deemed too difficult to measure the success of this project using a service measurement model.1

There are Key Performance Indicators (KPIs) which specifically focus on measuring marketing campaigns. Projects which revolve around marketing are often measured on Return on Investment (ROI); a model which monitors the revenue a campaign brings on every pound spent. This model will not be useful for this project as the recommendations will not incur a cost to the business owner. With no investment from the business owner, a more suitable model will be needed.
Cost per Lead (Kucheriavy, 2020) would be the most effective mode of measuring this projects success. This approach focuses on the leads which have been generated as a result of a marketing. However, it does not measure the quality of the leads.
Additionally, the Conversion Rate approach (Kucheriavy, 2020) could be used as another mode of measurement alongside Cost per Lead. This would monitor what percentage of the leads turned into customers. Both approaches used together will prove a more useful understanding of data, with the possibility for visual representations which would be easier to understand.
Furthermore, Incremental Sales (Kucheriavy, 2020) could be monitored alongside the above metrics to gain a numeric understanding of the project. Incremental Sales measures the contribution of the project towards overall sales. This approach allows a view of how successful the project has been in numeric form (sales).
The above approaches allow for each to be made into different graphs in order to gain a visual representation of the different metrics. Additionally, Woods (2017) argues that gaining a visual representation of such results makes it easier to show other stakeholders the results in a medium which differing levels of comprehension would be able to understand. Therefore, visual representations reduce workload in terms of communication results to different stakeholders.
2

2.0 Environmental Analysis
Porter (1979) developed the Five Forces Analysis in which illustrates an organisations competition and determines strategy. The five forces include new entrants, substitutions, suppliers, buyers, and competition. Overall, the five competitive forces can determine long-term competition and profitability of an organisation. Appendix 1 illustrates a full Five Forces Analysis of Results or Excuses.
The bargaining power of suppliers is considered to be low due to numerous suppliers having the ability to supply apparatus for the gym. The business owner has the choice of bargaining with the current supplier to get lower prices, or to take his custom to another supplier.
The bargaining power of customers is deemed to be high due to the market getting oversaturated with possibilities (Stringfellow, 2019). This means that Results or Excuses needs to be the gym which grabs attention and can turn leads into customers. Furthermore, customer retention needs to be constantly reviewed as customers often compare price, which is often the main reason gym-goers change gyms (Lake, 2014).
The threat of new entrants to the market is high due to smaller gyms opening regularly, each with their own unique selling point. There are also well-known and established gyms which often open new sites. The more established gyms are the main competitor – whereby Results or Excuses can offer less crowded premises at a fraction of the cost to the customer.
The threat of substitution is considered to be high due to customers now exercising outdoors or purchasing gym equipment for their homes (Waehner, 2019). Being based in South Wales, the weather is notoriously bad majority of the year. With this in mind, it would serve customers well to exercise inside to protect their health. Additionally, gym equipment can prove to be very expensive, therefore focus could be put on the low membership cost of the gym, meaning people would not need to purchase their own.
Competitive rivalry is deemed to be low due to the gym being a small business and not very well-known. Other gyms in the area are established, well-known gyms with a higher capacity for customers than Results or Excuses. Therefore, other gyms in the area are not yet concerned with the competition of Results or Excuses, due to it not being on scale with the larger gyms, making it difficult to be a direct competitor.3

Helms and Nixon (2010) developed a SWOT Analysis which outlines the internal strengths and weaknesses, as well as external opportunities and threats of a business. Overall, a SWOT analysis aids a business in comprehending competition as well as project planning. Appendix 2 demonstrates a full SWOT analysis of Results or Excuses.
The main strengths of Results or Excuses are their affordable prices, monthly rolling contracts, diets plans, fitness plans, the experienced staff, and their good reputation. Some of the above factors are what gym-goers look for when purchasing a membership or looking for gyms to train at. Results or Excuses could further develop their strengths through the offering of gym classes and other services such as supplements and apparel in order to offer customers a personalised customer journey (McKinsey, 2017).
The weaknesses of Results or Excuses are limited parking, services, and opening hours as well as the location of the gym. The limited parking may prove to be problematic should the gym attract new clientele, due to there being no room for expansion. There are limited opening hours due to the business owner working a first job in the mornings of Monday through to Friday. These opening hours suit his current clientele, however future customers could be dissatisfied. The limited services which are offered at the gym could be a deterrent for new customers if they are looking to take part in a range of fitness activities. Should the gym attract more customers, new services could be introduced as per the demand of the customers. The gym is located off-street therefore not being seen by passers-by. This can prove to make the gym difficult to find, however could be turned into an opportunity if focus is placed upon the exclusivity of the premises.
The opportunities for Results or Excuses are the ability to offer Personal Trainers the prospect of training their own clients within the gym, regular classes, and gym-branded health supplements. The Personal Trainer would be charged a small fee for training their clients within the gym, but it would increase exposure as well as allow current customers the opportunity to train with a Personal Trainer. Gym classes such as core or spin would create a social aspect to exercising within the gym. Additionally, more unique classes could attract different clientele. Through offering own-branded supplements, it would allow customers to further build a relationship with the brand (Loureiro, 2013), thus further enhancing the customer journey (McKinsey, 2017).4

The threats facing Results or Excuses consist of strong competition, outdoor exercise, and the current economic crisis. The strong sense of competition comes from well-known, more established gyms within the area which appear to be customers first choices. In order to combat this, Results or Excuses needs to interrupt the decision-making process (Xia and Sudharshan, 2002), and remain an option for consumers. As previously mentioned, more people are now exercising outdoors in an effort to save on any membership fees. This could damage their health if they are exercising in poor weather conditions, therefore Results or Excuses could target these customers, emphasizing the minimal membership fee. The current economic crisis (Brexit) has had a negative impact on small businesses within the United Kingdom (Cole, 2019). Before Brexit, 99% of all business in Wales were classed as Small to Medium Enterprises (SMEs) (Rhodes, 2019), but through the years of Brexit, SMEs are now struggling the most with the rise of wages and customers tightening their belts, there is not much wiggle room to make a profit. The gym can minimise this threat through scaling the business and ensuring to only take a specific number of customers which the business can handle, without having to employee more staff.
Schmeer (2000) describes Stakeholder Analysis to determine which stakeholders’ interests should be taken into account when developing and implementing a project. Different stakeholders have differing levels of influence and interest in the business. Those which have low influence and low interest are to be monitored, those with low influence and high interest are to be kept informed, those with high influence and low interest are to be kept satisfied, and those with high influence and high interest are to be managed closely. Appendix 1 illustrates a full Stakeholder Analysis.
The four key stakeholders for this project are the business owner, the project manager, customers, and competition. Both the business owner and the project manager have high influence and high interest, therefore should be managed closely. Both customers and competition would be deemed as those with low influence and high interest, which should be monitored. Other stakeholders which could have an interest in the project include the local community and suppliers. Both stakeholders would be kept informed due to the low influence, high interest.5

Bdaiwi (2017) suggests that a Stakeholder Analysis can be more helpful than just distinguishing who to keep in the loop. It can also be useful to gauge stakeholders’ interests, alliances, and knowledge. With the Stakeholder Analysis being conducted prior to the implementation of the project, its easier for the project manager to act to prevent any misunderstandings or misinterpretations about the project.
With the above 3 frameworks in place and being used as a guide to implement the project, Roe (2014) demonstrates that the project will be more likely to succeed. This is due to the extended analysis of the business under differing metrics and measurements. All 3 frameworks include the more important factors which are to be considered upon designing and implementing the project.

6

3.0 Operational Requirements
For this project, numerous resources will be needed. The main resources include time, the business owner, technology and data.
The project manager will need time to gather data from the business owner, as well as a copious amount of time in order to maintain this project and build a comprehensive report. The data will need to be clear and relevant in order for the project manager to make appropriate use of it. Such data could include current marketing efforts as well as any social media accounts held by the business.
The business owner will need to be available throughout the project duration for touchpoint meetings in order to ensure scope and inclusiveness. Should any problems arise, they could be discussed in a timely manner and a solution found before the problem could escalate.
Technology will be heavily featured within the project for design purposes such as GANTT charts and any access which may be required to social media. Furthermore, technology will need to be used to collate data and to ensure information is used to its maximum capacity. A laptop or tablet would be the most effective medium of technology for this project.
In terms of a timeline for this project, from the initial implementation, data from the business owner can be collected and sorted in one week, it should then take approximately two weeks for the project manager to organise the businesses social media accounts and have them all synced under one application (Hootsuite). Then, it should take no longer than two weeks for the creation of graphics to aid social media posts using an application (Canva). From then on, meetings should be held weekly in order to measure the projects success and to discuss any changes with the business owner. Overall, the project should take 5 weeks for the preparation of the marketing approach. The end date for the project can be determined through the touchpoint meetings, if the project is successful then it can be run indefinitely, or until the business owner decides to choose a different marketing approach. It is advised that the project run for a minimum of two months in order for exposure to grow and give consumers a chance to interact with the business. 7

There could be implications with the time scale of this project in terms of the availability of the business owner. Being a gym, most memberships are taken up in January, which means the business owner will be at his busiest, and availability at mutual times for regular meetings may prove difficult. Therefore, initiation of this project should be from March onwards, ideally from October in order to allow sufficient time to attract consumers which set their new year resolution to join the gym.
The cost of this project will be £0, as the project focus will heavily be based around the use of social media platforms which are free to use. Other tools will also be used, namely Hootsuite (2020) and Canva (2020). Hootsuite is a tool which allows for cross platform sharing of social media posts from one application. Additionally, Canva is a graphic design tool which allows for the creation of graphics in different layouts, with templates available with free aspects such as icons, stock images and fonts.  
A traditional management approach would prove to be rigid and not inclusive of the business owner (Balaji and Murugaiyan, 2012). Thus, should a problem occur during the project, it would prove more difficult to come to a solution and could be untimely. A common traditional approach is called the Waterfall approach (please refer to figure 1). This model has its advantages; defined stages, information is documented, and the client will know the outcome. However, the disadvantages make it unsuitable for this project; prescribed outcome, only tested near the end, and any changing needs cannot easily be catered for (Kannan, Jhajharia and Verma, 2014).Figure 1

[image: ]Whereas the agile approach is more informal (please refer to figure 2). This approach embraces changes, is flexible, constantly reviewed, no hierarchy, and the client is heavily involved. This model is not appropriate for projects which are complex, or for clients which change their mind at each opportunity (Fernandez and Fernandez, 2016).8

Therefore, an agile project management approach should be demonstrated for this project. Such approach would ensure the project manager remain focused, it would scope the work, and it would ensure inclusivity throughout the project with the business manager. Additionally, its flexibility and adaptability will aid the project should the marketing needs of the business change, or if the business owner wants to implement changes to the project.
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4.0 Financial Projections
As mentioned previously, the cost of this project will be £0 as the means of marketing will be focused on social media platforms, which are free to use. Therefore, below is a simplified profit and loss account for Results or Excuses.
The actual column is a typical current operating month at the gym. The potential column illustrates the possible income based upon 5 new memberships taken, 2 of which opting for personal training sessions. In addition to these, the increase of customers can prompt a need to build classes; the profit and loss account demonstrates 2 classes a week at £5 per person, with 10 people participating in each class. The other fees include one person choosing a month’s supply of gym-branded supplements. Such projections are realistic in both the participation rates and achievability. The potential column would be achievable within the first month of the project, after a 5-week initiation period.
	Simplified Profit or Loss Account for a Period of One Month

	
	Actual
	Potential

	Income
	£
	£

	Membership Fees
	105
	195

	Personal Training Fees
	45
	400

	Group Training Fees
	0
	400

	Other Fees
	0
	25

	Total Income
	150
	1,020

	
	
	

	Expenditure
	
	

	Rent
	400
	400

	Finance Agreements
	0
	0

	Loan Repayments
	200
	200

	Marketing
	0
	0

	Other Expenses
	0
	0

	Total Expenditure
	(600)
	(600)

	
	
	

	NET PROFIT OR LOSS
	(450) LOSS
	420 PROFIT



Overall, the project would break even on cost from its initiation. This on its own does not automatically mean that the project would be a success. Careful monitoring, measuring and consistency would all contribute to a successful project. Although the project does not bear a monetary incursion, a cost can be associated with the brand image, should the project incur a negative connotation. 10

As previously mentioned, Cost per Lead, Conversion Rate and Incremental Sales approaches can all be used in unison in order to benchmark the success of the project. These factors alone will allow a financial visualisation of the project as a whole, for differing factors.
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5.0 Recommendations & Findings
Based on the previous analysis, this project should go ahead due to the project incurring no costs and being relatively timely. It is worth bearing in mind that even though this project does not incur any monetary cost, the cost of the reputation could be damaged should guidelines and recommendations not be followed appropriately.
The conditions for success are to be consistent with social media postings, to increase social media presence, use tools to enhance social media posts; to make use of cross-platform sharing on social media, remain focused on the project; ensure scope does not get out of control, and ensure inclusivity with the business owner. Should these conditions be met, every effort has been made to ensure the success of the project. Such efforts need to remain at a consistent level in order to remain within the public eye and to reaffirm image to consumers.
The expected benefits of this project are increased clientele; a minimum of 5 new customers the first month from initiation, with a steady incline each month going forward. Such customers are expected to each pay a membership fee, with 2 of the 5 opting for additional personal training sessions. Furthermore, the 5 new customers couple with the existing customers are expected to rise demand for 2 gym classes per week.
Overall, Results or Excuses is expected to see a minimum increase in revenue of £870 in the first month following the project’s initiation period of 5 weeks. The ideal time to launch the project would be October, leaving the completion of the initiation period from the start to mid-November. This would allow sufficient time for Results or Excuses to increase exposure through the maximised use of social media, remaining in the public eye consistently in order to grab the attention of gym-goers in time for the New Year influx. Subsequently, remaining consistent with social media posts will allow Results or Excuses to interrupt the consumer decision making journey and allow the gym to emphasize its strongest points to the consumer in order to persuade their decision when choosing what gym to exercise at.
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7.0 Appendices
Appendix 1
Porters Five Forces Analysis

	
	
	Threat of New Entrants

Always new gyms opening, each with their own scheme
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	Bargaining Power of Suppliers

Results or Excuses must talk to suppliers to get lower prices for new apparatus
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	Competitive Rivalry

Various gyms within the market, Results of Excuses needs to be the most attractive to customers
	[image: ]
	Bargaining Power of Customers

Customers will compare prices of different gyms 

	
	
	[image: ]
	
	

	
	
	Threat of Substitution

Many people now exercise outdoors or buy their own equipment to use within their home
	
	



Appendix 2
SWOT Analysis
	Strengths
	Weaknesses

	· Good reputation
· Affordable prices
· Monthly rolling contracts
· Provide personalised training plans
· Provide personalised diet plans
· Experienced staff
	· Not big enough to offer different activities (classes, football, tennis)
· Parking is limited
· Location is out-of-view of roads/passers-by
· Limited opening hours

	Opportunities
	Threats

	· Offering personal trainers chance to train clients at minimal cost
· Schedule regular classes (core, legs bums and tums, spin)
· Offer own-branded health supplements
	· Strong competition (well-known gyms within 5-mile radius)
· Economic crisis (small businesses suffering)
· More people are exercising outdoors
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Appendix 3
Stakeholder Analysis

	
	Potential Influence

	High
	
	Kept Satisfied
Latents
	Manage Closely
Promoters

	

Low
	
	
Apathetics
Monitor
	
Defenders
Keep Informed

	
	
	
	
	Potential Interest

	
	
	Low
	High
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