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Executive Summary

Health and aging is a big concern with people over the age of fifty; and more
seniors are recognizing that quality of life can be greatly improved with regular exercise.
The Planet Fitness Gold card membership provides the "Golden Years" age group not
only a low cost fitness environment to help them stay active but also provides a
customized workout for seniors in a comfortable and "judgment free zone". The goal is
to attract more seniors to the brand and increase revenue by $42,190 the first year,
$68,190 the second year and $81,190 the third year; for a total of $191,570 over three

years.



Overview

Planet Fitness’s intimidation and judgment free environment make it the perfect
gym for senior citizens who can often feel intimidated entering other gyms. Seniors
today are very concerned with staying independent and maintaining mobility, making
them the perfect demographic to focus on in order to raise membership numbers. In
order to measure the effectiveness of the proposed changes, a Planet Fitness test
location must be found. The best test location will be in an area with an existing Planet
Fitness and a high senior population. Once the location is determined existing square
footage will be converted into a group training room; after the room’s completion group
training and dance classes will be added. Additional staff will have to be hired and
trained teach the new classes. To attract more seniors a more affordable “Gold Card”
will be created for them, offering seniors a lower annual fee, free and unlimited group
training classes, and discounted dance classes. Print advertisements will be run in a
local newspaper along with sponsored advertisements on Facebook. The Gold Card
membership plan is anticipated to raise $191,570 in revenue with a 32% return on

investment

Background

Industry Review

According to the International Health, Racquet, and Sports Club Association

(IHRSA) report on health clubs for 2014 there are 63 million consumers of gym



services; 54.1 million are members while 9.3 million are non-members?. Out of the 9.3
million non-members those over 55 visited their health clubs more frequently; senior
citizens also account for 23% of all fitness memberships®. Marketing efforts should

focus on turning those who senior non-members into members.

Demographic Review

The 2010 Census states there are currently 96 million Americans over the age of
fifty and by 2030 30% of Americans will be over 65. Most senior citizens are retired;
they have the extra time and are looking to improve their health. According to a survey
conducted by AARP 67% of seniors’ say physical fitness is a priority and 16% report
being members of a health club?. Over half of the seniors questioned were concerned
with health and fitness but only a small number actually have gym memberships,
seniors need to find a club that meets their specific needs. 48% of seniors responded
that physical fitness is a priority to them because it helps them to maintain their mobility
and independence?. Senior citizens have different needs and expectations when it
comes to exercise. Workouts should focus on mobility, flexibility, balance, and be low
impact. Today’s seniors want to travel, play with their grandchildren and enjoy life to the

fullest; a workout geared towards seniors can help them reach those goals.

L Club Industry, “IHRSA Releases 2015 Health Club Consumer Report, Club Industry (Oct. 2015)
2 Matrika Chapagain (iHRSA, 2015), Boomers and Physical Fitness An AARP Bulletin Survey,
AARP,

http://www.aarp.org/content/dam/aarp/research/surveys statistics/health/2014/Boomers-
and-Physical-Fitness-An-AARP-Bulletin-Survey-AARP-res-health.pdf (Feb. 2014)
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Planet Fitness Review

The health club industry continues to show profitability in the United States,
generating revenue of $24.2 billion in 20143. Planet Fitness was founded in 1992 in
New Hampshire and is one of the largest and fastest growing fitness franchises in the
United States, with 7.1 million members. The company prides itself on being an
intimidation free and judgment free zone where anyone can work out. Their focus is on
the occasional or new gym goer, groups that usually feel uncomfortable in most other
gym environments. Planet Fitness currently operates 1,014 locations in the US, Canada
and Puerto Rico, 956 are franchised. Planet Fithess shows evidence of growth;
franchisees have signed agreements to open 1,000 more locations in the next seven
years. At the end of the first quarter in 2015 Planet Fitness reported revenue of $279.8
million, up 33% from 2013. Each location is approximately 20,000 square feet and
filled with Planet Fitness branded equipment. The location chosen to test the new Gold
membership plan is 30701 Highway 19N, Palm Harbor, Florida. The test location
currently has 3,000 members with 25% of them being senior citizens. The area around
the test location has a very large population of seniors and it is believed this site would

be ideal to try to increase senior membership.

Brand Position
The fithess center industry is broken up into several different categories. There is
smaller higher priced fitness studios with personalized small group training that often

specialize in one type of class such as yoga, Pilates, or strength training. These fithess

3 Chelsea Dulaney, “Global Finance: Planet Fitness IPO Seeks are Much as $216 Million”, Wall
Street Journal (Jul. 2015)



studios can cost more than $100 a month. They do not offer much variety in their
workouts or amenities but training is often more personal than at a larger gym. Personal
trainers are usually high priced, as well, but offer clients a personalized fitness program.
Then there are larger, more moderately priced corporate gyms. These gyms offer a
variety of workout equipment; group training classes, and amenities (such as a pool,
sauna, or juice bar), but often lack the personalization of the smaller fitness studios or
personal trainers. Planet Fitness is a lower priced gym with less perks than the other
corporate owned gyms. They offer clients the use of their branded equipment in an
intimidation and judgment free zone. Memberships are offered starting at $10 a month
with a $29 annual membership fee. Figure 1 shows that currently there is no lower
priced gym with amenities. Adding the group-training center will position Planet Fitness
as a low cost gym with amenities and move them into territory not currently occupied by

their competitors.

Amenities
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Figure 1: Planet Fitness and Competitor's Brand Position



Competitors

With 619 locations and $1.7 billion in annual revenue for 2014, LA Fitness is the
leading fitness center in the U.S. A one club basic membership for LA Fitness includes
a $99 initiation fee and $29.95 a month membership fee. LA Fitness offers group
training, a pool, and personal training. The chain, like Planet Fitness, offers a large
training area with state of the art fithess equipment designed for all fithess levels.

Curves is a franchised fitness center focused on women. Curves can be
considered an important competitor, even though they market only to women; because
they offer the same type of low impact non-intimidating workout seniors seek. The new
membership plan at Planet Fitness is more affordable than Curves and could attract
some of their senior women. Workouts at curves include a 30-minute circuit with
exercises focused on cardio and strength training in a non-intimidating environment.
Curves has an annual revenue of $52 million, 3,175 locations, and 4 million members.
The initiation fee at Curves is $149.99 with a monthly membership of $34.99 a month.

Anytime Fitness has 2,409 clubs worldwide and reported revenue of $634 million.
Anytime Fitness has a one-time initiation fee of $39.99, single memberships are $38.99
a month, with a one-time key fee of $35. The gym also offers annual and dual
memberships. The cost of membership includes access to all clubs and is open 24
hours. Table 1 shows a comparison between Planet Fitness and its competitors. Figure

2 shows the Planet Fitness Palm Harbor location and its nearest competitors.



Basic

Locations Other .
Worldwide Revenue Monthly_ Fees Amenities
Membershi
For extra
charge
: $279.8 $29 ’
Planet Fitness 1,014 Million $10 Annually massage
chairs and
tanning
Group
$1.7 $99 training, a
LA Fitness 619 o $29.95 Initiation pool and
Billion
Fee personal
training
$52 $149.99
Curves 3,175 - $34.99 Initiation None
Million
fee
For extra
. $39.99 charge,
Anytime 2,409 $.6?’4 $38.99 Initiation personal
Fitness Million o
fee training and
tanning

Table 1: Planet Fitness and Competitors
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SWOT Analysis

Strengths

Intimidation free K
environment, Weaknesses
branded equipment, No extra amenities,
low price, focus is no group traning
on occasional or
new gym goers

Opportunities Ehreoia
Bring in more
seniors, add group
training and dance
classes

Competition
(especially from
lower budget gyms)

Table 2: SWOT Analysis
Strengths

Planet Fitness offers its members an intimidation free environment, something
very few gyms offer. They attract the occasional and beginning gym goer who would
feel out of place in other gyms. Their affordable $10 a month membership also attracts
those members who would not be able to otherwise afford a gym membership. Planet
Fitness uses, leases and sells their own branded equipment in every corporate owned
and franchise location. The equipment is branded with Planet Fitness’s logo and in large
print the phrase “you belong”, reinforcing the judgment free environment everywhere the
member looks. Figure 3 below shows an example of Planet Fitness’s branded

equipment.
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Figure 3: Planet Fitness's branded equipment

Weaknesses

Planet Fitness lacks the group training and other amenities of most of their

competitors. Other gyms have pools, saunas, and group fitness classes. Planet Fitness

does offer a few amenities, such as tanning, massage chairs and hydro massage but
they are only available at select locations for an extra charge
Opportunities

The intimidation free environment and low impact workout equipment makes
Planet Fitness a great place for senior citizens to workout. Low impact classes that
focus on mobility and flexibility, such as yoga and step aerobics, would help to attract
more senior members. When the group training room is not in use dance classes can
be added, at an extra charge, to both attract more seniors and to generate extra

revenue.
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Threats

According to the IHRSA there were 34,460 Health clubs in the United States in
2014, that number is expected to grow greatly in 20154 The number of small local clubs
offering discounted commitment free gym memberships is growing as well. It is
important for Planet Fitness to maintain and promote what sets them apart from the
other gyms; the intimidation free and judgment free environment designed to welcome

everyone.

Marketing Plan
Objective

The goal is sell 1,400 Gold Card memberships at the Planet Fitness Palm Harbor
Florida location in two years. The average Planet Fitness has between 4,000 and 6,000
members, Planet Fitness Palm Harbor only has 3,000 members. Adding 1,400 new
members will put them on par with the average Planet Fitness location. Of their 3,000
members only 250 are senior citizens. With proper advertising and the new Gold Card
membership the Palm Harbor location can reach the objective. It is anticipated that 300

new members will sign the first year, 500 the second year, and 600 the third year.

Site Selection

The intention is to directly aim at those not traditionally targeted by gyms, those
aged 50 and older, referred to as the ‘target age’. Hot spot analysis was used on
population data from the United States Census Bureau, acquired using the American

FactFinder website, to locate areas where there is very high concentrations of people

4 IHRSA, Health Club Industry Overview, www.ihrsa.org/about-the-industry/ (Jun. 30, 2015).
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over 50. Esri Business Analyst Online reports were then generated using 10 mile

buffers around existing Planet Fitness locations which were located in a Census tract

identified as being in an area with high concentrations of census tracts with people aged

50 and over. Provided below is a heat map of census tracts of the United States. Areas

identified as ‘hot’ are places where there are clusters of census tracts with high

populations in the target age, as a percentage of total population.

Hot Spots of Census Tracts with Very High Concentrations of People Over 50 Years Old
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Figure 4: Nationwide hot spot analysis, looking for high concentrations of the Target Age.

With a 99% confidence one knows that each of these hot areas will have a large

percentage of their total population in the target age.
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The following shows the same heat map from above with each of the current Planet

Fitness locations overlaid on top.

Planet Fitness Gyms within Lower 48 States
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Figure 5: Nationwide hot spot analysis with current Planet Fitness locations.

Analysis was used to determine which of the current Planet Fitness locations was

located in a census tract that was identified as a hot spot. The following map is the

result of that analysis. Spatially intersecting the areas, which are very ‘hot’ with current

Planet Fitness locations, provides the 26 locations that are located in areas that would

be ideal targets for this marketing strategy.
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Planet Fitness Gyms in Areas with the Majority of People Over 50
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Figure 6: 26 Current Planet Fitness locations located in hot spots of target age people.

To determine the Planet Fitness locations that would receive the greatest benefit

from this marketing strategy, population counts were completed within each hot spot

that coincided to an existing Planet Fitness location. A location was identified, Planet

Fitness located at 30701 Highway 19N, Palm Harbor, Florida.

Esri Business Analyst Online (BAO) reports were generated to give a breakdown

of the people located within a 10-mile circular buffer of each of the locations. Two

separate reports were created, Appendix 1 is a Tapestry segmentation of the10 mile

area around the Florida store, and Appendix 2 a demographic breakdown of the

population 50 years and older. The tapestry segmentation shows that 4 of the 5 top
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segments in this area well represent our target age, ‘Comfortable Empty Nesters’,
‘Senior Escapes’, ‘The Elders’ and ‘Retirement Communities’. These are segments of
people that have disposable income, and the ongoing potential for health issues.

The BAO report, Appendix 2, shows that between 2015 and 2020 there will be a
5.6% shift in the population, from less than 50 to 50 and older. Appendix 2 provides
that in 2010 48% of the total population around the potential test market was in the
target age, in 2015 that was up to 51.8% and by 2020 it is expected to be 53.6% of the
total population. The growth expected in the target age will continue to buoy a program
designed to specifically attract people that are 50 and older. If these population trends
continue beyond 2020, every year will introduce more people into the 50+ demographic

providing the possibility to grow memberships every year

Target Market

Creating a target age (50 and older) focused the analysis for the Site Selection.
The location in Florida was selected because of the high senior population of the area.
There are currently 87,365 seniors within a five-mile radius of the location, the number
is expected to jump to 92,130 in 2020 (see Figure 7). To explore the area around the
potential site, and to determine where other target market clusters may exist in the
future, a more in depth analysis of the population of the surrounding area. Using the
Tapestry report provided in Appendix 1 it is seen that there are 20 different
segmentation groups to describe 95% of the total population. These segmentations
show an area of diversity, with groups such as ‘Bright Young Professionals’ and ‘Golden
Years’ each making up 5% of the total population in 2015. A large segmentation within

the population, in terms of age and life style, is important because Planet Fitness offers

17



several membership levels, to cater to each of these segments. In an area where only
a few segments describe the entire population Planet Fitness may only be able to sell a
single type of membership. The ideal target market has a large enough population of
the target age to take advantage of the new ‘Gold Card’ while continuing to support the

current Planet Fitness membership types.

1-500

| 501 - 1000
1001 - 1500
. 1501-2500

| 2501 - 3850

Figure 7: Age 50+--Palm Harbor Florida and surrounding areas
Pricing
The prices of the basic and black card memberships will stay the same®. The

new “Gold Card” membership is for those 50 years and older. Seniors, who are often

> Basic and Gold Membership included only for comparison. Only Gold Card sales are used in
cost analysis.
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on a fixed income, will find the lower annual fee of $10 and the $10 monthly

membership fee more affordable. See Table 3 for Planet Fithess membership pricing.

Membership Type Annual Fee Monthly Fee
Basic $29 $10
Gold Card (50 and over) $10 $10
Black Card $39 $19.99

Table 3: Planet Fitness membership pricing

To generate more revenue and meet both the physical and social needs of
seniors, dance classes will be held in the new fithess room. As a way to introduce more
seniors to Planet Fitness the dance classes will be open to non-members as well.
These dance classes will take place Friday, Saturday, and Sunday evenings. Senior

members will receive a discount on the dance classes and all members will receive a

discount on the purchase of multiple classes. See Table 4 for the dance class pricing.

Membership Type 5 Classes 10 Classes
Basic $5 $20 $35
Gold $3 $15 $25
Black $5 $20 $25
Non-members $10 N/A N/A

Table 4: Dance Class Pricing
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Reaching the Demographic

Planet Fitness currently has two memberships, the Basic membership and the
Black Card. Planet Fitness’s new marketing plain will include a third membership plan,
the Gold Card. The Gold Card will be similar to the basic membership but offer
discounts on dance classes.

The IHRSA Health Club consumer reports show that 40% of health club
members participate in group exercise classes®. By not offering group exercise classes
Planet Fitness is alienating many potential members. In order to meet senior’s needs to
be mobile and independent and to help increase enroliment overall, Planet Fitness in
Palm Harbor Florida will convert 2,000 square feet of their 25,000 square foot location
into a group training area. In order to attract more seniors and help generate further
revenue, dance classes will be offered on Friday, Saturday and Sunday evenings.
Classes offered will be those that both appeal and is beneficial to seniors, such as the
Cha-cha and the Tango.

For seniors, dancing is not only fun but it can have great health benefits as well.
Research has found that dance helps to increase balance, gait, and stability all benefits
that decrease the risk of falls’. Dance also helps to improve reaction time and cognitive
performance®. Studies have shown that seniors find dancing fun and notice the physical

benefits of it, because of this seniors are less likely to drop out of classes®. For seniors

6 Club Industry, (2015)

7 University of Missouri-Colombia, Dance Therapy Improves Senior’s Gait, Balance, Researcher
Finds, Science Daily, http://www.sciencedaily.com/releases/2010/04/100416144617.htm
(April, 2010)

8 Best of Home Care, Tips for Seniors: The Benefits of Dance for the Elderly,
http://www.bestofhomecare.com/articles/tips-for-seniors-the-benefits-of-dance-for-the-
elderly/ (Oct. 2013)
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dance helps to fulfill a social need, because dancing in itself is a very social activity,
often requiring partners and socializing with other senior couples. Dancing also fulfills
senior’'s safety needs, maintaining stability and preventing falls is one of their highest

safety concerns.

According to the Pew Research center 59% seniors report that they use the
Internet daily and 27% of those seniors regularly use social media sites, such as
Facebook and Twitter®. Planet Fitness Palm Harbor has its own Facebook and Twitter
accounts. In order to reach this large connected group of seniors the Planet Fitness
Palm Harbor location will provide regular updates on the new changes to both social
media accounts. Sponsored advertising will be used on both pages to promote the new
changes targeted to the local social media users. Facebook advertising costs $1 per

day; ads will be run daily for the entire 3 years of the marketing plan.

The Newspaper Association of America states that 66% of adults age 55 and
over have read a newspaper in the last week'®. With 206,902 citizens over the age of 50
within a 10-mile radius of the Palm Harbor Planet Fitness and 66% of those residents
over the age of 55 reading the newspaper: a print ad has the potential to reach 136,555
seniors. The newspaper that services the Palm Harbor area is the Palm Harbor Beacon.

The paper has 24,000 subscribers monthly. 97.4% of residents in the Palm Harbor area

9 Aaron Smith, Older Adults and Technology Use, Pew Research Center,
http://www.pewinternet.org/2014/04/03/older-adults-and-technology-use/ (April, 2014)
10 Marc Prosser, Newspaper Advertising Costs and More,
http://fitsmallbusiness.com/newspaper-advertising-costs/ (Dec. 2015)
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read the Palm Harbor Beacon monthly and 80% of the papers received are read
regularly*'. 51% of Palm Harbor Beacon readers are senior citizens and 38% of
readers plan to use a health club in the next year (See Figure 8). The cost to run a full-
page ad is $290 and the cost to run an ad in one of their specialty publications is $160.
For the first 5 months of the marketing plan a full page ad will be run weekly and for the
last 7 months of the year the ad will be run every other week. Three ads will be run in
the specialty publications section that comes out three times a year. The first specialty
publication will be placed in the “Active Lifestyles” section; this section focuses on
senior living and activities. The other two will be run in the “Just for Women” section
during the months of March and September, in an attempt to grab the attention of senior
women. For the second and third years of the campaign ads will run every other week
and three specialty ads will run in the same sections at the first year. Total advertising

cost is $28,345 for three years (see Table 5).

11 palm Harbor Beacon, Media Kit, http://e-
edition.tbnweekly.com/tome/view/pub/2014 advertising rates/issue/01-24 (Jan. 2014)
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12,240
Senior
Readets

Figure 8: Palm Harbor Beacon’s Senior Customers

4,651 Plan
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First Year Print Advertising Costs: $11,210

Month/Type of Ad Number of weeks ad will run Cost per Week Total Cost
Jan-May 21 $290 6,090
Jun-December 16 $290 4,640
3 Specialty ads 3 $160 $480

Second and Third Year Print Advertising Costs: $8,020/year

Cost per Week Total Cost

Month/Type of Ad Number of weeks ad will run
Jan-Dec 26 $290 7,540
Specialty Ads 3 $160 $480

Total Advertising Costs- Three Years

Cost Total Cost

First Year $11,210

Print ad
Second Year $8,020
Print ad $28’345
Third Year  $8,020
Print ad

Facebook $1,095

Table 5: Cost of Advertising

Advertising Message
Marketing studies have shown that seniors respond well to advertisements with a

message focused on “feel age” rather than real age; as in “you are only as young as
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you feel”'2. The models used do not have to be younger but should act and feel
younger. While most gyms focus their marketing on weight loss, in order to appeal to
the senior population, Planet Fitness Palm Harbor will focus on marketing the Gold
Membership by focusing on maintaining mobility and independence. Advertisements
will also convey Planet Fitness’s intimidation free environment and low prices.
Advertisements will meet senior’s social needs by showing the person training with
someone. The advertisement will also meet their security needs by emphasizing the
safe environment and classes to help them maintain their mobility and independence.
The person pictured will be over 50 and active but not intimidating. The environment
the models in the advertisement will be exercising in will be welcoming. Figure 9 shows

the advertisement that will be placed in the Palm Harbor Beacon.

12 Caron Beesley, Marketing to Seniors and Baby Boomers: Have You Seniorized Your Marketing
Strategy Yet? https://www.sba.gov/blogs/marketing-seniors-and-baby-boomers-have-you-
seniorized-your-marketing-strategy-lately (Nov. 2011)
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Come workout in our
NEW
Group Training Room

: .
Now Offering the Gold Car
Specially designed for

Seniors 50 years and older

Includes:
NEW!!! Group Training classes focused on mobility
Come workout in our new group training room

Discounted Annual Fee: Only $10 annually

Memberships only $10 a month

Figure 9: Planet Fitness Advertisement for the Gold Card Membership
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Marketing Budget

It is estimated that the total cost complete the new marketing plan the first year is
$59,169. This includes the cost to build and operate the new training room, hire and
train new trainers to teach the classes, new equipment, and advertising costs of
$11,575. Instructors will teach 6 30-minute classes in the morning, and 4 30-minute
classes in the evening. The cost of marketing plan for the second and third year is
$43,229 a year, including $35,209 a year to operate the new training room and $8,020 a
year in advertising costs. Training new staff will cost $150 per instructor; each instructor

will be paid $18 an hour and work 5 hours daily. Table 6 shows the cost analysis.
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Construction of
new room
Fitness Equipment

Staff Training
Staff Wages
Sighage

Additional
Operating costs
(payroll, IT,
equipment
maintenance)
Facebook
Advertising
Print Advertising

Total

Total Cost 3 Years

Table 6: Cost analysis

$7,000
$4,000
$750
$32,844
$1,000

$2,000

$365
$11,210

$59,169

$0
$0
$0
$32,844
$0

$2,000

$365
$8,020

$43,229

$145,627

$0
$0
$0
$32,844
$0

$2,000

$365
$8,020

$43,229

Each new Gold Card member will bring in $130 a year in annual and

membership fees. Based on the research showing the health benefits and popularity of

dance classes for seniors, it is believed that a total of 66 members per month will pay

for the dance classes. Each class accommodates 20 people. It is believed that 42

people per month, on average, will attend dance classes on Friday and Saturday nights,

and an average of 24 people a month will attend classes on Sunday nights. Revenue

from dance classes averages out $145 per member for the 66 members. To break even
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Planet Fitness Palm Harbor needs a total of 530 new Gold Card members (see Table

7).
Description _ Revenue Per Member/Month
Gold Card $130
Dance Classes $145
Total Revenue/ Member $275
$275
530

Table 7: Break-Even Analysis

Return On Investment

With new revenue of $191,570 and the total cost to implement the marketing plan

at $145,627 the return on investment is calculated at 32%.

Type Revenue per Number of Total
Member Members

Gold Card $130 1,400 $182,000

Dance Classes $145 66 $9,570

Revenue $191,570

Cost $145,627
ROI 32%

Table 8: Return on Investment
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Timeline

01 (Jan)

Q2 (Apr)

Q3 (Jul)

Q4 (Oct)

Q1 (Jan)

Table 9: Timeline

Contingency

For a total of 1,400 Gold card members, it is estimated that the first year 300
members will purchase a Gold Card membership, by the end of year two 500 people will
sign for the Gold Card, and in year three 600 people will become Gold card members. If
the membership goals are not meant by the end of each year, then more effort will be
put into advertising. Fliers can be posted in senior communities and senior centers and

radio advertisements will be considered.
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Conclusion

The main goal of the plan is to bring in additional senior citizens to the Planet
Fitness Palm Harbor location. The changes made to the location are expected to also
bring in more basic and black card members. Palm Harbor is the test location for this
plan because using an existing location saves on the cost of building a new facility. By
converting existing square footage in an unused area of the gym the location is able to
save costs on building a new room. The addition of dance classes, at an additional fee
to members, is expected to help offset some of the cost of the new facility and generate
revenue for the location as more members become aware of the classes. By allowing
non-members to take the classes Planet Fitness is also introducing them to their
Intimidation free environment and judgment free zone. It is anticipated that the group
fitness classes will attract those under the age of 50 to purchase a basic or black card
membership. If the plan is successful the Gold Card membership will be added to

additional select locations based on the targeted age demographics of the area.
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