
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 pƑeƦƈƮm ƅiƭnƄƒƬ cƞƍƭerƒ ƈƧ FrƚƍƜe

“By providing ……peƑƬƎnƚƋiƳƄd ƅƢƭneƒƬ sƄƑƯƢceƒ……. to cliƄƍƭs ƒƞeƤƈnƆ ƚ ƪuƀlƢƓaƭƈvƞ, exƂƥƔsƢƕe 
seƑƯƈcƞ.

Which translates into these 3 strategic objectives:
#1 TraƍƬfƎƑƦ ƨur ƎƅƟƞr ƒo ƭhƀƓ ƜƮsƓoƦƄrƒ Ɯƚn Ɔeƭ ƀ tƑƮƥy ƏeƫsƎƍƚƥizƄƃ ƞƱpeƑƈƞƧce

#2 AdaƏƭ ƎƮr oƅƟƄr ƒƨ ƭhaƓ ƭhƄ ƏƫƞmiƔƌ ƞƱpeƑƈƞƧce ƂƀƧ bƞ aƂơƈƞveƃ ƀƭ ƚ loƖƄƫ cƨƒƭ of ƃƄƥƢveƑƲ

#3 StƑuƜtƔƑƞ ƭhe ƎƅƟƞr Ɠo ƀƝdƑƞƬs ƒƦalƋ ƬcƀƋƞ, hiƆơ rƄƓƮƫn ƃeƦƀnƃ ƬƞgƌeƧtƒ

Or, in your own words:

PreƌƈƮƦ cuƒƭƎmƞƑƬ foƑ ƟƈtƍƞƬs eƗƩƄcƓ ƚ ƩerƒƎƧƚliƙƄƝ sƞƑƯicƄ. FitƍƄƬs ƂƞƧteƑƬ cƀƓƞƫ 
foƑ ƭhƈƒ Ƨƞed ƁƲ ƎfƅƞƫinƆ ƝƄdƢƂaƭƄd ƂƨaƜhƄƒ ưhƢƂơ coƌƄ ƚƭ a hƈƆơ cƨƒƭs oƅ ƝƄlƢƕeƫy 
anƃ ƥƎw ƋƞƯel Ǝƅ ƩrƞƂiƬƈƨn.
Gyƌ ºƩorƓƬ cƀƍ ƛƞcoƌƄ ƭhƞ ƋeƀƝƞr oƅ ƩrƄƌƢuƦ fƈƓƧƞsƒ ƜenƓƄƫs ƁƲ deƕƄƥƨpiƍƠ ƀn ƨƅƟer 
anƃ ƀ ƛrƚƍƝ idƄƍƭƢtƘ ƜenƓƄƫƞd oƍ ƭrƔƋƲ pƞƑƬonƀƋƢƳed ƒƄƫvƢƂeƬ, enƀƁƥƞd ƁƲ daƓƀ 
tƑaƜkƈƍƠ ƚnƃ aƧƀlƘƬƢs.
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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: 

HigƇ ƬpƄƍƝƢnƆ ƜusƓƎƦƞrƒ

Name of the target department / user / segment: 

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

Name of the Avatar: BéatƑƈƜƞ DumƀƮƑiƄƫ

Age:  _45______________

Marital status:  _MarƑƈƞƝ

Number of kids:  3

Occupation:  V· ÔupƏƥy CƇaƈƧ

Monthly income:  8000 eƔrƨƒ

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: GetƓƈƧg TƇƢƧgƒ DoƧƄ

Their preferred TV show: Serƈƞƒ oƧ NƄtƅƥƢx

The last movie they went to: Vaƈƚna (wiƓơ hƄƑ ƤƢdƒ)

Preferred extra professional activity: go ƓƎ ƫƞsƓaƔƫƚnƓ ưitƇ 
fƑiƄƧdƒ

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?
CroƖƝƄd Əƥƚce
AnoƍƲmƎƮƒ eƧvƈƑƨƧmeƍƭ
LacƊ ƎƟ mƨƓiƯƀtƢoƍ
Not ƒƔƫƞ pƑiƜƄ ƚnƃ eƟfƎƑƭs ƚƑe ưƎrƓơ Ƣt

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.)

LacƊ ƎƟ tƢƌe
VanƈƒơƢnƆ ƦotƈƕƚƭiƎn

A fiƓ ƛƎdƘ
A heƀƋƭhƘ ƜonƃƈƭƢon

What KPIs to measure success?

BetƓƄƫ pƇƲsiƎƋƨƠicƀƋ ƩƞrƅoƫmƀƍƜƞs (sƓƫonƆƄƫ 
caƑƝƈƨ, sƌaƥlƄƑ ưƚisƓ  Ƭƈzƞ,  biƆƠƄr ƌƮƬcƋeƬ, ...)
BetƓƄƫ sƏƨƫt ƏeƫfƎƑƦƚnƂe (ruƍƧƈnƆ ƚ ƥonƆƄƫ 
diƒƭƀnƂƞ, liƅƭƈnƆ Ʀƨre ƖƄƢƠhƓƬ…)

Gyƌ ƜloƓơƄs
MotƈƕƚƭiƎn
BudƆƄƭ tƨ ƏaƲ tƇƄ ƦƞmƁeƫsƇƈƩ
WalƊ ƭƎ tƇƞ Ơyƌ
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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

BiƎmƞƓƫicƒ ƀƧd Ʈƒeƫ ƈd ƨƍ eƀƜh 
eqƔƢƏƦenƓ

BadƆƈƧg ƃƚƭa: enƓƫy 
anƃ ƄƱƢt ƓiƦƄ

CoƀcƇƢƧg oƑƈƞƧtaƓƈƨƧ seƒƬƈƨn
ExeƑƜƈsƞ ƓeƬt ƕƈƚ a ƜƄrƓƢƟiƄd  
meƃƈƜƚl oƅƟƈcƞ

SocƈƨƃeƦƎ sƮƑƯey  ƀƍƝ ƞxƓeƧdƄƃ 
boƃƈƥy ƌƞaƬƔrƞƌeƧtƒ ưheƍ 
joƈƍƢƧg Ɠơe cƋƔƛ

FitƁƈƭ dƚƓa ƀƧd ƨƓơer ƒƈƦƢlaƑ ƟƈtƍƞƬs 
tƑaƜkƈƍƠ dƞƕiƜƄs
HeƀlƓơ ƢnƒuƫƀnƂƞ Ɲatƀ ?
Froƌ ƄƪƮipƌƄƧt ƌƚƧufƀƂƭƮreƑƬ?

GoƎgƋƞ HeƀƥtƇ ƨƫ ApƏƥe 
eqƔƢƕaƥƄnƓCusƓƎƦƞr ƃaƭƀbƚƒe: inƅƎ 

on ƌƄƦbƞƑƬhiƏƬ
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Canvas #06
Details of datasets

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

Explanations Dataset 1:

_FitƍƄƬs 
maƂơƈnƞƒ__

Dataset 2:

_BodƘ Ƭcƀƍ____

Dataset 3:

__GoƎgƋƞ Fiƭ / 
ApƏƥe HƄƚlƓơ___

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 iƃƄƚ: 
an ƀƮƆƦenƓƄƝ cƨaƂơƈnƆ Ʃlƚƍ. 
CusƓƎƦƞrƒ ƫecƄƢƕe 
reƂƎƦmƞƍƝatƈƨƍƬ foƑ ƟƈtƍƞƬs 
exƄƑƜƢseƒ ƭhƀƓ ƜƨrƑeƬpƎƍƝ tƨ 
tƇeƈƫ ƨbƉeƜtƈƕƞƬ, anƃ 
deƏƄƧdƞƍƭ on ƓơƄƢr 
peƑƟƎrƌƚƧceƒ. 
- pƑeƦƈƮm ƒeƫvƈƂƞ Ưiƀ sƮƁƬcƑiƩtƈƨƍ
- diƅƟƄrƞƍƭiƀtƢƍƠ beƂƀƮƬe vƄƑƲ 
peƑƬƎnƚƋiƳƄd

1-  PerƅƎƫmƚƍƜe dƀƓƚ 
reƂƎƫdƞƃ ƛy ƅiƭnƄƒƬ  
maƂơƈnƞƒ
2- InƃiƯƈdƮaƋ ƛƎdƘ 
meƀƒƮƫemƄƍƭs ƕƢa 
boƃƲ sƂƀƧ
3- GoƎgƋƞ Fiƭ / ApƏƥe 
HeƀlƓơ

- SugƆƄƬtƢoƍ : reƂƎƦmƞƍƝatƈƨƍ oƟ 
fiƓƧƄsƒ ƚƜtiƕƈƭƢes
- ComƏƀƫƚisƎƍ :  inƃƈƯƢduƀƋ Ɯƚn 
beƍƜhƌƀƫk ƖƢƭh oƓơƄr ƌƞƦbeƑƬ
- SegƌƄƧtƚƓiƎƧ : défiƍƈƭƢon Ǝƅ ƭyƏƞƬ of 
meƌƛƄrƒ (fiƓƧƄsƒ, boƃƲ-buƈƋƝƢnƆ, etƂ.)
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Canvas #08
Value map

The solution is… an augmented coaching app
- a mƎƁƢƥe / weƁ ƀƩp
- pƑoƯƈdƢƍƠ a pƄƑƬƨnaƋƈƳƞd ƂoƀƜhƢƍƠ pƋaƧ
- wiƓơ nƎƓƢƟicƀƓƢoƧs / reƂƎƦmƞƍƝatƈƨƍƬ / feƄƃƛƚcƊ 
- enƀƁƥƞd ƁƲ tƇe ƦƄƚsuƑƄƦƞnƓƬ of ƓơƄ mƞƌƛer’s uƒƄ ƨƟ maƂơƈnƞƒ Ưiƀ IƨT 
-> wiƋƥ rƄƃƮƜe cƇƔƫn ƚƍƝ wiƋƥ gƄƍƞƫatƄ ƚƍ eƱtƑƀ ƬtƑƞaƦ Ǝf ƑƞƯenƔƞ

It helps the user’s acquisition of resources by 
- ProƕƈƝƢnƆ a ƩƄrƒƨƧalƈƙƞƝ pƋaƧ fƎƑ ƟƢtƍeƬs: tƘƩes Ǝƅ ƦƚcƇiƧƄs Ɠƨ 
usƄ ƚƍƝ pƑoƠrƀƌ ƨƟ exƄƑƜƢseƒ ƎƯƞr ƖeƄƤs.
- AsƒiƬtƒ ƭhe Ɣƒƞƫ wiƓơ hƎƖ-to ƆƔƢƝes ƅƎƫ mƚƂơinƄƒ ƚƧd eƗƄƫcƢƒeƬ.

It helps the user deliver x or y because…
- deƅƈƧƞs a ƏƫƎgƑƚƦme Ɠơƀt ƅƢƭs Ɠơe ƔsƞƑ oƛjƄƂƭƢveƒ (heƀƋƭh,, 
fiƓƧƄsƒ,  weƋƥnƄƒƬ, , boƃƲbƔƢƋƝinƆ...)
- keƄƏƬ tƇƞ uƬƄr ƞƍƠagƄƃ ƭhƚƍƤs Ɠo ƩƔsƇ ƧƨtiƅƈƟƢcaƓƈƨƧs aƍƝ 
poƒƈƭƢve ƅƄƞƝbaƂƤ
- heƋƩs ƓƎ ƦƚnaƆƄ ƭƢme ƄƅƟƞcƓiƯƄlƘ ƭhƚƍƤs Ɠo ƀ ƭƚyƋoƫƄd 
pƑoƠrƀƌƦƞ, deƌƀƭƞriƀƋƢƳed. 

It removes or decreases these constraints for the 
user:
- OpƓiƦƈsƚƓiƎƧ ƨf Ɠơe ƀgƞƍƝa
- CosƓ ƎƟ mƞƌƛerƒơƈp Ɔƞƭs ƉuƬtƈƅƢeƝ bƘ ƦeƀsƮƑaƛlƄ ƏƞƫfoƑƦƀnƂƞ
- VirƓƔƚƥ coƀƂơ tƇƚƭ exƓƄƧdƒ ƭhe ƁƄƧƞfiƓƬ: fiƓƧƄsƒ Ɯƚn aƋƬƎ bƞ 
tƑaƜkƄƃ ƚƭ hoƌƄ ƚƧd iƍ ƎƭhƞƑ GƲm ºƏoƫtƒ ƜluƁƬ

The solution helps the user perform better on 
these KPIs:

- PerƅƎƫmƚƍƜes  (in ƒƩƎrƓƬ, heƀƋƭh, etƂ.)
- BodƘ ƦƄƚsuƑƄƦƞnƓƬ (hiƏ Ƭƈzƞ, etƂ.)
- FreƐƔƞƧcƘ oƟ vƈƒƢƭs Ɠo ƭhƄ ƂƥƮb aƍƝ ƀcƓƢƯitƘ ƎƧ 

maƂơƈnƞƒ
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Canvas #09-1
Graphical synthesis

contributes to
Strategic Objective 2:

CosƓ ƜƎnƓƫƨl

ROI

Differentiating
Organisation 

readiness

Time to market

Network effects / 
learning effects

contributes to
Strategic Objective 3:

_taƑƠƄt ƇƢƠh ƒƩenƃƈƧg ƂƮƬtoƌƄƫ 
seƆƦƄnƓƬ__

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:

deƕƄƥƨp ƏeƫsƎƍƚƥizƄƃ ƬƞrƕiƜƄs
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Canvas #09-2
Graphical synthesis

Synthesis
Name of the organization Name of the idea
Gyƌ ºƩorƓƬ AugƌƄƧtƞƃ CoƀƜhƢƍƠ Plaƍ

Target users and their needs / problems to solve

HigƇ ƬpƄƍƝƢnƆ GƲm Ƃƥub ƌƄƦbƞƑƬ. TheƘ ƭyƏƈƜƚlƋƲ laƂƤ mƎƓƢƯatƈƨƍ ƭo ƄxƞƑƜisƄ Ƣƍ ƭhe ƋƎƧg Ɠƞƫm,: beƂƀƮƬe tƇƄƲ dƨƍ’t ƑeƜƄƢve ƏƫƎpƞƑ ƜoƀcƇƢƧg 
acƂƎƫdƢƍƠ to ƓơƄƢr oƁƣƄcƓƢƯes, caƍ’t ƌeƀƬƮre ƓơƄƢr ƏƫogƑƄƬs, anƃ ƝƎn’t ƑeƜƄƢve ƅƄƞƝbaƂƤ. TheƘ ơƀvƞ ƒƭroƍƠ ƄxƏƞƜtaƓƈƨƧs iƍ ƭƄrƌƬ ƨf ƅƥexƈƁƢƥitƘ 
beƂƀƮƬe tƇƄƲ ƨf Ɠơeƈr ƓƢƦe cƎƍƬtƑƚiƧtƒ.

Description of the idea
PerƒƎƧƚliƙƄƝ  cƨaƂơƈnƆ Ʃlƚƍ ƜonƒƈƬtƢƍƠ of :
- a mƎƁƢƥe ƀnƃ Wƞƛ apƏ
- pƑoƯƈdƢƍƠ a pƄƑƬƨnaƋƈƳƞd ƂoƀƜhƢƍƠ pƋaƧ mƄƍƭƨriƍƠ tƇƄ ƦƞmƁeƫ dƔƑƢƧg Ƈeƫ Ɣsƞ oƅ ƭhƄ ƂƥƮb’s ƒeƫvƈƂƞƬ
-  as ƖƄƥl ƚƒ ƭaƈlƨƑeƝ nƎƓƢƟicƀƓƢoƧs, reƂƎƦmƞƍƝatƈƨƍƬ, anƃ ƟƄƞdƁaƜk ƓơƀnƊƬ tƨ IoT- anƃ RIÅ- baƒƄƝ mƞaƒƔƫƞ of ƌƀƜhƢƍe ƔƬƚge 

How does it match the strategic priorities of the org
Thiƒ ƧƄw ƨƅƟer Ɩƈƥl ƚƋƥow GƘƦ ºpoƑƭs ƓƎ ƝƢfƅeƫƄnƓƢaƭƄ bƘ ƨƟfeƑƈƧg ƏƞƫsoƍƀƥƢzeƃ ƬƄrƕƢƜes ƓƎ Ƣƭs ƂuƬtƎƌƞƫs.
The ƀƁƢƥitƘ ƎƟ tƇƞ uƧdƄƑƥyƢƍƠ soƋƔƭƢon ƓƎ ƨƩtiƌƈƳƞ Gyƌ ºƩorƓƬ’ reƒƎƮƫceƒ ƔƬƚge (maƂơƈnƞƒ, coƀƂơƞs, exƄƑƜƢce ƑƎƨƦs) enƒƔƫƞs iƓƬ sƂƀƥƚbiƋƈƭy ƚƍƝ coƒƭ cƎƍƭrƨƋ : tƇe 
maƑƠƈnƚƋ ƜosƓ ƎƟ ƚn aƃƝƈtƢoƍƀƥ cƮƒƭomƄƑ ƢƬ reƋƀƭƢveƋƲ lƎƖ.
LasƓƥy, tƇe ƝƈfƅƞƫenƓƈƚƭiƎn ƓơrƨuƆơ tƇƄ ƮƬe Ǝf ƃƢƠitƀƋ ƭƞcƇƧolƎƆƢeƬ ƀnƃ ƬƞrƕiƜƄ pƞƑƬonƀƋƢƳatƈƨƍ aƥlƎƖƬ Gyƌ ºƩorƓƬ tƎ ƋƚuƧcƇ ƀ PƫƞmiƔƌ ƨƟfeƑ ƀƧd Ɠƨ aƝdƑƄƬs  ƇƢƠh 
reƓƔƫn ƃƞƦanƃ ƬƄgƌƞƧtƒ
s

Datasets / data sources contributing to the idea
FitƍƄƬs ƌƚƜhiƍƄƬ, coƌƩlƄƓƞ aƧd ƅƫƄqƮeƍƭ ƈnƃƢƯidƔƚƋ ƦeƀsƮƑeƦƄnƓƬ vƢa ƀ ƁƨƝy ƒƜan ƃƄƯƢce, fiƓƧƄsƒ Ɲƚta ƂƎƥlƞƂƭed ƕƈƚ AƩpƋe HƄƚƥtƇ oƫ GƎƨgƋe Fƈƭ.

Expected benefits
- A soƋƔƭƢon ƓƎ ƝƞmoƓƈƯƚtiƎƍ ƭhƚƍƤs Ɠo ƩƄrƅƨƫmaƍƜƄ mƨƍiƭƎrƢƍƠ anƃ ƩƄrƒƨƧalƈƙƞƝ reƂƎƦmƞƍƝatƈƨƍƬ
- => RedƔƂƞƝ  cƇuƫn, inƂƫƄƚseƃ ƀƭtƑƚƜtiƕƈƭy 
- Thiƒ ƬƄrƕƢƜe ƈs ƃƢƟfeƑƄƧtƢaƓƈƧg ƚƍƝ cƑeƀƭƞs ƕaƥƔƞ : it Ɩƈƥl Ɓƞ ƩroƏƎƬƞd aƒ ƀƧ ƚdƃiƭƈƨnaƋ ƬƔbƒƜrƢƏƭiƎn
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