
Gym Sports business case description

“Gym Sports” is a 30-year company owned by 
an investor with an objective of increasing the 
profitability of this asset, at a constant business 
perimeter. 

Its yearly revenue is 57 million €.

Sport Gym manages 123 fitness centers across 
the country. Each fitness center is a place where 
gym goers can exercise with machines, group 
activities and other equipment.

There are three types of customers: members 
with a year-long subscription (350€ / year), 
members on a monthly plan (41€ / month), and 
visitors for the day (15€ / day).

Gym Sports’s revenues make it a sustainable 
business in the short to middle term, but 
several factors threaten its profitability: 

- Low level of customer loyalty. Customers 
visit their Gym Sports club because it is close 
but they would easily switch to a fitness center 
with lower prices and a convenient location.

 - Lack of brand attachment. Surveys show 
that customers and prospects do not perceive 
Gym Sports as a unique, specific brand. They 
tend to associate it with any other fitness club, 
including competitors with lower prices.

 - Lack of scalability within each fitness center 
due to 
1) cost structure: personalized coaching by 
certified experts is limited by HR costs,
 2) difficulty with capacity management: fitness 
machines and group activities are alternatively 
overcrowded or not used at all.
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Canvas #1
Strategic objectives of Gym Sports

“In 5 years time, we must be the leader of p e m i n  c er   Fr e

“By providing ……pe n i d ne  s ce ……. to cli s e n   u l a v , ex s e 
se c .

Which translates into these 3 strategic objectives:
#1 Tra f  ur r o h  s o r  n e   t y e s iz  pe ce

#2 Ada  r o r  ha  h  mi  pe ce  b  a ve    lo  c  of ve

#3 St u t  he r o d s al  c , hi  r n e n  g e t

Or, in your own words:

Pre  cu m  fo  t s e c   er li  s ic . Fit s te  c  
fo  h  ed  f in  d a d a h  h  co   a h  c s o  l e y 
an  w el  r i n.
Gy  or  c  co  h  e r o  r u  f s  en s  de pi  n er 
an   r  id t  en d o  r  p on ed v e , en d  da  
t a k  n  a l s.
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Canvas #02
Identifying the target / 4D Methodology

Headquarters / Corporate 
/ Support functions

Production

Customers / users

New markets

Name of the target department / user / segment: 

_________________________________________________

Name of the target department / user / segment: 

_________________________________________________

Name of the target department / user / segment: 

Hig  p n  us r

Name of the target department / user / segment: 

_________________________________________________
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Canvas #03:
Profiling the target user with an avatar

Name of the Avatar: Béat  Dum i

Age:  _45______________

Marital status:  _Mar

Number of kids:  3

Occupation:  V  up y C a

Monthly income:  8000 e r

Country & city of residence: Strasbourg, France

Highest degree: high school / univ / other: __________________

Level of fitness: weak / 
average / fit / competitive

 
Social life: none / occasional / 
regular / party animal

Societal involvement: none / 
occasional / regular / leader

The last book they read: Get g T g  Do

Their preferred TV show: Ser  o  N t x

The last movie they went to: Va na (wi  h  d )

Preferred extra professional activity: go  s a n  it  
f i d

The social media they visit daily: Facebook / Instagram / 
Snapchat / LinkedIn / Twitter / Youtube

Media and cultural preferences

Socio demographic attributes Lifestyle
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What frustrations do they experience?
Cro d ce
Ano m  e v me
Lac   m i t o
Not  p i  n  e f s e r  t

Canvas #04
Customer needs analysis

What resource do they need to 
perform their task? What do they try to deliver?

What constraints do they face? (time? budget? 
distance? legal? etc.)

Lac   t e
Van n  ot i n

A fi  d
A he h  on on

What KPIs to measure success?

Bet  p si ic  r o m s (s on  
ca , s a l  is   z ,  bi r c e , ...)
Bet  s t e f n e (ru n   on  
di n , li n  re h …)

Gy  lo s
Mot i n
Bud  t  a  t  m e s
Wal   t  y
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via objects about people

on websites / 
Internet / 

mobile apps

related to an 
event third party data / open data

from the past
(archives, 

databases)

Sources of data / 4D Methodology

Bi m ic  d e  d  e h 
eq en

Bad g a: en y 
an  t i

Co c g o ta  se n
Exe s  e t  a r i d  
me l o c

Soc e  s ey   x e d  
bo y a r e t  he  
jo g e c

Fit  d a d er la  t s 
t a k  d i s
He l  n u n  at  ?
Fro  ip t uf re ?

Go g  He t   Ap e 
eq a nCus r a b e: in  

on b hi
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Canvas #06
Details of datasets

BONUS POINTS
1 to 5
(1 = hard, 5 = easy)

Explanations Dataset 1:

_Fit s 
ma n __

Dataset 2:

_Bod  c ____

Dataset 3:

__Go g  Fi  / 
Ap e H l ___

Machine readable? if the data is in a .docx or pdf file, 
software can’t read it. A database or 
even a csv file is better.

5 5 5

Structured or not? if the dataset is “Excel like’ then it is 
quite structured.  Free text, web pages 
or pictures are typically very 
unstructured.

5 5 5

Follows universal categories 
or is it firm specific?

a dataset following INSEE or Eurostat 
categories is quite universal. 3 4  4

Time series? is the data collected several times 
across months or years? 5 4 4

Personal and sensitive 
data?

Personal data comes with more 
constraints. Sensitive data even more. 2 1 1

Complete? No missing records, years, values, and 
no errors. 5 4 4

Sum of points per dataset Add up the points to get a total. A 
higher total shows a more favorable 
dataset

25 23 23
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Canvas #07
Aid to brainstorming

Think of the 7 roads to value 
creation!
predict / suggest / curate / 
enrich / rank / compare / match 
/ segment / classify / generate / 
synthetize

How do these datasets 
contribute to creating a 
service meeting a need?

- Pick the 3 datasets you 
identified in the previous 
canvas
- or consider new ones if 
necessary

(Re)consider your datasets

Play the devil’s advocate and be 
critical about your solution:

- Is it strongly aligned with the 
strategic objectives of your org?

- Is the user really served by the 
features you designed?

- stop if the solution stands 
the challenge!

Challenge your results and 
iterate

Each cycle lasts 2 minutes max.
Turn until you you hit “stop” in 
step 3.

1

23
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My i : 
an en  c a n  l . 
Cus r  ec e 
re m at  fo  t s 
ex se  h  r e p  t  
t e  b e t , an  
de d  on r 
pe r ce . 
- p e m e v  i  s c i t
- di r i t  be e v  
pe n i d

1-  Per m e d  
re d  y i n   
ma n
2- In i d a  d  
me em s a 
bo  s
3- Go g  Fi  / Ap e 
He l

- Sug t o  : re m at  o  
fi s  ti es
- Com is  :  in du  n 
be h k h o r be
- Seg t i  : défi on  y  of 
me r  (fi s , bo -bu n , et .)
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Canvas #08
Value map

The solution is… an augmented coaching app
- a m e / we  p
- p o d  a p na d o h  p a
- wi  n ic o s / re m at  / fe c  
- en d  t e su n  of  m er’s u   ma n  i  I T 
-> wi  r e c n  wi  g at   e t  t a  f en

It helps the user’s acquisition of resources by 
- Pro n  a r al  p a  f  t e s: t es  c i s  
us   p o r   ex se  r e s.
- As i t  he  wi  h -to es  m in  d e c e .

It helps the user deliver x or y because…
- de s a g me t s e s  o j ve  (he h,, 
fi s ,  we n , , bo b in ...)
- ke  t  u r ag  h s o s  ti ca s a  
po ve ba
- he s  na  me c i l  h s o  y o d 
p o r , de ri ed. 

It removes or decreases these constraints for the 
user:
- Op i s i  f e g a
- Cos   m er p s u t e  b  e s a l  fo n
- Vir  co  t  ex d  he fi : fi s  n a  b  
t a k   ho  d i  h  G m o t  lu

The solution helps the user perform better on 
these KPIs:

- Per m es  (in r , he h, et .)
- Bod  su n  (hi  z , et .)
- Fre c  o  v s o h  b a  c it   

ma n
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Canvas #09-1
Graphical synthesis

contributes to
Strategic Objective 2:

Cos  n l

ROI

Differentiating
Organisation 

readiness

Time to market

Network effects / 
learning effects

contributes to
Strategic Objective 3:

_ta t h en g to  
se n __

1

2

3

4

For each dimension, rate 
the strength of your 
project from 1 to 4
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contributes to
Strategic Objective 1:

de p e s iz  r i s
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Canvas #09-2
Graphical synthesis

Synthesis
Name of the organization Name of the idea
Gy  or Aug t  Co h  Pla

Target users and their needs / problems to solve

Hig  p n  G m ub b . The  y l  la  m at  o x is   he g m,: be e t  d ’t e ve p  o c g 
ac d  to r o c es, ca ’t e re r og s, an  n’t e ve ba . The  v  ro  x ta s i  r  f ex it  
be e t  f e r e c t i t .

Description of the idea
Per li   c a n  l  on t  of :
- a m e n  W  ap
- p o d  a p na d o h  p a  m ri  t  m e  d g e  s  o  h  b’s e v
-  as l  a l e  n ic o s, re m at , an  d a k n  t  IoT- an  R I - ba  m a  of h e ge 

How does it match the strategic priorities of the org
Thi  w er l ow G  po s  f e n a  b  fe g so ze  r es  s u t s.
The it   t  u d y  so on  ti  Gy  or ’ re ce  ge (ma n , co s, ex ce s) en s i  s bi y  co  c r  : t e 
ma n  os   n a t o  c om   re ve  l .
Las y, t e f en i n r u  t  e f it  c ol e  n  r i  p on at  a l  Gy  or  t  u c   P mi  fe  d  a d s  h 
re n an  g t
s

Datasets / data sources contributing to the idea
Fit s hi , co l  a d q e  n id  e s e n  v a  y an ce, fi s  ta l ed  A p e H t  o  G g e F .

Expected benefits
- A so on  mo ti  h s o r ma  m i r  an  r al  re m at
- => Red   c u n, in se  t ti y 
- Thi  r e s fe t a g  c e s a  : it l  ro d a   d i na  b r i n
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