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Introduction
This report examines a complex workplace problem experienced by a self-employed personal trainer working in Wales. The problem is the difficulty of attracting enough new clients and building a stable client base within the local community. Although personal training is a service for which there is an established market, simply being qualified and able to provide good training does not automatically lead to a sufficient number of customers. The problem is therefore not only a marketing issue. It involves communication, customer trust, cultural awareness, competition, pricing, networking, social media, local community relationships and the efficient use of limited financial and time resources (Melton et al., 2008). As a Polish personal trainer working within a Welsh community, I have experienced difficulties attracting and retaining a sufficient number of regular clients. The purpose of this report is to analyse the reasons for this problem and identify an appropriate strategy to increase client numbers and develop the business. Census 2021 data shows that Poland was the most common non-UK country of birth among residents of Wales, with 24,832 residents born in Poland. Polish was also the most common main language in Wales after English and Welsh, spoken as a main language by approximately 21,000 residents (Welsh Government, 2022). 

1. Define the Complex Problem
1.1 Definition of the problem
The personal trainer's challenge is attracting and retaining enough paying clients in the local Welsh community, resulting in an unstable client base and lower-than-desired income. The current situation is that the trainer has too few regular clients and relies heavily on individual enquiries, word of mouth, or occasional social media interest. The desired condition is a sustainable personal-training business with a regular client base, predictable monthly income and a strong reputation within the local community. For the purpose of this report, the desired target is to increase the active client base to approximately 12 regular clients within six months, while achieving a minimum client retention rate of 70%. The trainer should also generate enough monthly revenue to cover business costs and provide a sustainable personal income (Gjika, 2026). The problem is complex because no single solution is obvious. Simply reducing prices may attract customers but could reduce profitability and make the service appear less valuable. Increasing social-media advertising could build awareness but may not attract customers if it targets the wrong audience. Building relationships with gyms and community organisations could create referrals but takes time. Offering services in Polish could attract Polish-speaking clients but should not exclude English-speaking or Welsh-speaking customers. Therefore, several possible solutions should be considered before selecting the most appropriate approach (Özgen et al., 2026).
1.2 Scope of the problem
The scope includes the trainer's marketing, customer acquisition, communication, local networking, service positioning and client retention.
The problem affects:
· the personal trainer, who is responsible for generating income;
· existing clients, because client retention affects the stability of the service;
· potential clients who may not know about the trainer;
· local gyms and fitness centres that could provide partnership opportunities;
· Polish-speaking residents who may benefit from Polish-language fitness support;
· other residents who may be interested in personal training;
The problem is initially focused on the local community rather than the whole of Wales. This is important because a small independent personal-training business has limited resources and cannot effectively market to everybody. The main restrictions are time, money, language, competition and limited brand recognition. The trainer cannot spend unlimited amounts on advertising and cannot employ a large marketing team. Any solution must therefore be affordable and manageable by one person (A'Naja et al., 2025).
1.3 Impact of the problem
Failing to maintain a full client roster directly threatens a personal trainer's income. Missing out on five weekly sessions at a standard rate of £40 each costs the business approximately £800 every month. However, the damage extends far beyond cash flow. Low attendance rates frequently erode a coach's confidence and career motivation. Instead of spending their working hours delivering high-quality training, they are forced to expend time chasing new leads. Ultimately, this operational instability prevents fitness entrepreneurs from safely reinvesting in essential business growth areas, such as promotional strategies, new gear, or continuing education (Harvey and Wintersberger, 2023). The problem also has an opportunity cost. Wales has a significant market for physical activity. Sport Wales reported that 59% of adults in Wales participated in sport or physical activity during the previous four weeks in 2024–25, while 56% participated in a fitness activity. Approximately 22% of adults either participated in or expressed demand for more fitness activity. This indicates that there is a potential market, although the trainer must reach the appropriate customers and convince them to purchase personal training. The problem is primarily the personal trainer because the trainer controls the business strategy, marketing activity, pricing, networking and customer experience (Welsh Government, 2025). 


2. Analyse Information About the Problem
2.1 Information Collection
To understand why the personal-training business is not attracting enough clients, I reviewed my current clients, services, marketing activities and customer feedback. I currently have six active clients, with two receiving face-to-face personal training and four receiving online coaching. This indicates that there is demand for my services, but I need to increase my client base to achieve my business and income goals. The face-to-face clients mainly come from the local area, while online coaching allows me to reach customers further away. Therefore, there are two potential markets: local customers for face-to-face training and a wider market for online coaching. I also considered competition, social media, referrals and local community connections. As a Polish trainer working in Wales, communication and local brand awareness may affect how easily potential customers find and trust my business. However, I do not assume that being Polish is the cause of the problem. Instead, marketing, communication and networking will be investigated as possible contributing factors (Ikuta, 2021).

2.2 Brainstorming
A brainstorming exercise was conducted to identify possible reasons for the small client base. The main areas identified were marketing, communication, competition, community, customers and resources. Marketing issues include inconsistent social-media activity, limited advertising and few testimonials. Communication may be affected because English is not the trainer’s first language, with limited Polish-English content currently available. Competition is strong because other personal trainers already have established clients and positive online reviews. Other possible causes include limited local networking, few referrals, customer concerns about price and confidence, as well as limited time and marketing budget available to promote the business (Dėdelė et al., 2022).
2.3 Mind Mapping
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A mind map was used to organise the identified causes around the central problem of insufficient regular personal-training clients. The main areas identified were people, marketing, communication, community, money and methods.







2.4 Fishbone
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A Fishbone diagram was used to identify the main causes of the problem. The categories included people, marketing, communication, methods, money, environment and measurement. The analysis identified limited networking, inconsistent marketing, weak targeting, communication difficulties, few referrals, strong competition, a limited marketing budget and poor tracking of enquiries. Overall, the main causes appear to be low local awareness and an unstructured client-acquisition approach (Ridwan, 2026).

2.5 5 Whys Analysis
The 5 Whys technique was used to investigate the underlying cause of the low number of personal-training clients.
Why are there not enough clients?
Because the business does not receive enough enquiries from potential clients.
Why are there not enough enquiries?
Because the business has limited visibility among potential customers.
Why is visibility limited?
Because the marketing is not sufficiently targeted, and there are limited local partnerships and client referrals.
Why are these limited?
Because most of the trainer’s time is focused on delivering training and managing the business.
Why has this happened?
Because a structured client-acquisition strategy has not yet been developed.
Root cause:
The analysis indicates that the main root cause is a lack of a structured, targeted and locally connected system for attracting and converting new clients (Okes, 2019).

2.6 Summary of Findings
The analysis shows that the problem is not simply a lack of demand for fitness services. The main challenges are limited local awareness, inconsistent marketing, strong competition, limited referrals and community connections, and a lack of structured client acquisition. The trainer’s Polish background could also provide an advantage through Polish-English communication and connections with Polish-speaking communities. 


3. Propose Alternative Solutions
Solution 1: Bilingual social-media marketing
The trainer would create consistent English and Polish content for Instagram, Facebook and TikTok. Content would include short exercise videos, educational posts, customer testimonials, progress stories and explanations of personal-training services. The target markets would be both the general local population and Polish-speaking residents. Estimated three-month cost: £450. Advantages include relatively low cost, ability to reach a large audience and the opportunity to demonstrate expertise. The main barrier is that social-media marketing requires consistency and does not guarantee immediate customers (Merensky, 2019). 
Solution 2: Local gym and community partnerships
The trainer would develop relationships with local gyms, sports clubs, Polish community organisations, local businesses and community centres. The trainer could offer free fitness assessments, short workshops or introductory sessions. Gyms could refer members who need additional support. Estimated three-month cost: £300. This solution is valuable because it builds trust through existing community relationships. However, partnerships take time, and some organisations may not be interested (Xie, 2026).
Solution 3: Referral and introductory offer
Existing customers would be encouraged to refer friends and family. A referral could result in a free consultation or a discounted additional session for the existing customer and a free consultation for the new customer. Estimated three-month cost: £250. This is relatively inexpensive and uses existing customer relationships. The main limitation is that it depends on already having satisfied customers who are willing to make referrals (Park, 2022).

4. Evaluate the Options
4.1 Grid Analysis
A weighted Grid Analysis is used to evaluate the four options transparently. The criteria reflect the restrictions identified during problem definition.
Scoring is from 1 to 5, where 1 is poor and 5 is excellent.
	Criteria
	Weight
	Social media
	Partnerships
	Referral scheme
	Group programme

	Client acquisition potential
	25%
	5
	4
	4
	4

	Affordability
	15%
	5
	5
	5
	3

	Speed of implementation
	10%
	5
	3
	5
	3

	Local/community reach
	15%
	4
	5
	4
	5

	Long-term sustainability
	15%
	4
	5
	4
	5

	Language/cultural reach
	10%
	5
	5
	4
	4

	Ease for one person to manage
	10%
	4
	4
	5
	3


Using a 1–5 weighted scoring system produces the following approximate results:
· Social-media marketing: 4.55/5
· Community partnerships: 4.35/5
· Referral programme: 4.40/5
· Group programme: 3.85/5
Social media therefore achieves the highest individual score. However, the result does not mean that social media should be used alone. The analysis shows that community partnerships and referrals also score highly and address weaknesses that social media cannot completely solve (Mirza, 2026).


4.2 Cost-Benefit Analysis
Illustrative three-month costs and expected financial benefits are estimated below.
	Option
	Estimated cost
	Expected additional revenue
	Estimated net benefit

	Social media
	£450
	£2,400
	£1,950

	Partnerships
	£300
	£2,000
	£1,700

	Referral scheme
	£250
	£1,800
	£1,550

	Group programme
	£600
	£2,400
	£1,800


The estimated Benefit-Cost Ratios are:
Social media: £2,400 / £450 = 5.33
Partnerships: £2,000 / £300 = 6.67
Referral scheme: £1,800 / £250 = 7.20
Group programme: £2,400 / £600 = 4.00
The referral scheme has the strongest financial ratio. However, it has limited potential if the current customer base is small. Therefore, the cheapest or highest-ratio option should not automatically be selected as the overall best solution. This illustrates why decision-making should consider both quantitative and qualitative criteria (Sakthivel, 2023).
4.3 Financial ratios
Return on investment can also be considered:
ROI = (Benefit − Cost) / Cost × 100
Social media:
(£2,400 − £450) / £450 × 100 = 433%
Partnerships:
(£2,000 − £300) / £300 × 100 = 567%
Referral programme:
(£1,800 − £250) / £250 × 100 = 620%
Group programme:
(£2,400 − £600) / £600 × 100 = 300%
Again, the referral programme has the highest projected ROI. However, this depends upon having existing customers who can generate referrals (Trang et al., 2022).
4.4 Best option
The best option is therefore a combination of Solutions 1, 2 and 3:
1. targeted bilingual social-media marketing;
2. local gym/community partnerships;
3. a structured referral programme.
This combination is better than choosing only one option. Social media increases awareness. Partnerships create credibility and access to people who already participate in fitness or community activities. Referrals convert existing customer relationships into new business.
The combined three-month budget would be approximately:
£450 + £300 + £250 = £1,000.
The proposed strategy therefore remains affordable while addressing several root causes simultaneously. The group programme can be introduced later once the client base has increased. This prevents the trainer from investing too much time and money into a group programme before sufficient demand exists.
5. Develop a Detailed Implementation Plan
The objective is to increase the active client base to approximately 12 regular clients within six months.
5.1 Action plan
	Action
	Responsibility
	Deadline
	Success measure

	Review current client data
	Trainer
	Week 1
	Baseline established

	Identify target customer groups
	Trainer
	Week 1
	2–3 target markets identified

	Create bilingual branding/content
	Trainer
	Weeks 1–2
	10 initial posts prepared

	Contact local gyms
	Trainer
	Weeks 2–4
	At least 10 contacts made

	Contact Polish/community groups
	Trainer
	Weeks 2–4
	At least 10 contacts made

	Launch referral programme
	Trainer
	Week 3
	Programme active

	Post 3–4 times weekly
	Trainer
	Weeks 3–24
	Consistent content

	Offer free consultations
	Trainer
	Weeks 3–12
	20 consultations

	Collect testimonials
	Trainer
	Weeks 4–12
	Minimum 5 testimonials

	Review marketing data
	Trainer
	Monthly
	KPIs recorded

	Review client retention
	Trainer
	Monthly
	Retention above 70%

	Evaluate overall project
	Trainer
	Week 24
	Client target assessed


5.2 Gantt Chart
	Activity
	W1–2
	W3–4
	M2
	M3
	M4
	M5
	M6

	Research/target market
	███
	
	
	
	
	
	

	Branding/content
	███
	██
	
	
	
	
	

	Gym partnerships
	
	███
	██
	██
	██
	██
	██

	Community partnerships
	
	███
	██
	██
	██
	██
	██

	Social media
	
	███
	███
	███
	███
	███
	███

	Referral scheme
	
	███
	███
	███
	███
	███
	███

	Free consultations
	
	██
	███
	███
	██
	
	

	KPI monitoring
	
	█
	█
	█
	█
	█
	█

	Final review
	
	
	
	
	
	
	███


Key milestones are established at weeks 4, 8, 12, 18 and 24.
At week 4 the trainer should have launched the marketing campaign and contacted potential partners. At week 8 the number of enquiries should be increasing. At week 12 the trainer should evaluate conversion and retention. At week 18 the strategy should be adjusted if the client target is not being achieved. At week 24 a full review should determine whether the strategy should continue.

6. Communicate the Plan to Relevant Stakeholders
The main stakeholders in the personal-training business are the trainer, existing clients, potential clients, local gyms, Polish community groups, the local Welsh community, and local businesses or community organisations. The trainer needs to be informed about client numbers, costs and progress. Existing clients need information about services, prices and referral opportunities. Potential clients need clear information about services, availability and prices. Local gyms and businesses may be interested in partnerships and referrals. Polish and Welsh communities are potential markets for the services and need information about fitness opportunities. These stakeholders need to be kept informed because their feedback, cooperation and participation can influence the success of the client-acquisition strategy (Radko et al., 2023).




6.1 Stakeholder analysis
	Stakeholder
	Power
	Interest
	Expectations
	Communication

	Existing clients
	Medium
	High
	Good service and results
	Direct messages/monthly review

	Potential clients
	Low
	High
	Clear information, trust, value
	Social media/free consultation

	Gym owners/managers
	High
	Medium
	Professional partnership
	Email/face-to-face

	Community organisations
	Medium
	Medium/High
	Benefit to members
	Email/meetings

	Polish community groups
	Medium
	High
	Accessible communication
	Polish/English social media

	Local businesses
	Medium
	Medium
	Mutual benefit
	Email/networking

	Trainer
	High
	High
	Client growth and income
	Weekly KPI review


The trainer has high power and interest because the trainer is responsible for implementation. Existing clients have high interest but lower power. Gym owners and community organisations may have greater influence because they can provide access to larger groups of potential customers. Communication should therefore be tailored. A gym manager may need a professional proposal explaining the benefits of partnership, whereas a potential client needs simple information about price, benefits and how to start.
6.2 Communication plan
	Stakeholder
	Message
	Method
	Frequency

	Existing clients
	Progress, referral opportunity
	WhatsApp/email/in person
	Monthly

	Potential clients
	Services, benefits and offers
	Instagram/Facebook
	3–4 times weekly

	Gym managers
	Partnership proposal
	Email + meeting
	Initial + monthly

	Polish community
	Fitness information and offer
	Facebook/social media
	Weekly

	Community organisations
	Workshops/group opportunities
	Email/meeting
	Monthly

	Local businesses
	Referral partnership
	Email/in person
	Monthly


The communication plan should be reviewed because stakeholder needs can change during implementation. Effective project communication should provide relevant information to the right stakeholders rather than giving everyone identical information 

7. Monitoring and Review
Monitoring will help assess whether the plan is effective and whether the target of increasing the client base from 6 to 12 within six months is being achieved. Actual results will be compared with the targets set in the Gantt chart, and adjustments will be made if progress is slower than expected.
7.1 Key Performance Indicators
The trainer will monitor the number of new enquiries, consultations and new clients each month. Client retention, referrals and monthly business income will also be tracked. Social-media enquiries and engagement will be reviewed to identify which marketing activities are most effective.
7.2 Monitoring the Gantt Chart
The trainer will review the Gantt chart every month to check that planned activities are being completed on time. For example, if ten local organisations were planned to be contacted but only five were contacted, the reason for the delay will be investigated and corrective action taken. If social-media activity is completed but does not generate enquiries, the content and target audience will be reviewed. 
7.3 Milestones and Corrective Action
The main milestones will be to increase the client base from 6 to 8 clients by month 2, 10 clients by month 4 and 12 clients by month 6. The trainer will also aim to increase enquiries and referrals during this period. If a target is missed, the reason will be identified, the relevant activity adjusted and a new short-term target set. This approach will help identify problems early and keep the implementation plan on track.
8. Conclusion
The difficulty of attracting clients as a Polish personal trainer in Wales is a complex workplace problem because it has several connected causes, including limited local awareness, weak marketing, competition and limited community networking (Melton et al., 2008). Evidence from Welsh Government (2025), shows that there is demand for fitness services in Wales, suggesting that the main issue is reaching the right customers rather than a lack of demand. The Fishbone analysis and 5 Whys identified limited visibility, weak targeting and the lack of a structured client-acquisition strategy as the main causes. After evaluating four possible solutions using Grid Analysis and Cost-Benefit Analysis, the best approach is to combine bilingual social-media marketing, local partnerships and a referral programme. The plan aims to increase the client base from 6 to 12 clients within six months (Kim et al.,2026). Progress will be monitored using KPIs and a Gantt chart, allowing problems to be identified early and changes to be made when necessary. This strategy should help increase the number of clients, income and long-term business stability.
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