
Lisbon sector meeting
—

October 2023

Is VAT a real game 
changer for the H&F 
industry?
Deconstructing usual beliefs



2Document Classification: KPMG Public© 2023 KPMG, S.A., sociedad anónima española y firma miembro de la organización global de KPMG de firmas miembro 
independientes afiliadas a KPMG International Limited, sociedad inglesa limitada por garantía. Todos los derechos reservados.

Presentation
Is VAT a real game changer in the H&F industry?

– Degree in Economics, Universidad 
Complutense de Madrid, 1996 – 2000

– International MBA, IE (Madrid) and Babson 
College (Boston)

– Joined KPMG in November 2021 leading 
the H&F practice in Spain

– Before, partner at GBS Finance for more 
than fifteen year (member of the steering 
committee in 2020)

– Prior to that, Deloitte and PwC
– Collaborates as a finance-related subject 

lecturer on a recurring basis

M: +34 660758183
E: imartinezsanchez@kpmg.es



European H&F 
industry recent 
evolution

01



4Document Classification: KPMG Public© 2023 KPMG, S.A., sociedad anónima española y firma miembro de la organización global de KPMG de firmas miembro 
independientes afiliadas a KPMG International Limited, sociedad inglesa limitada por garantía. Todos los derechos reservados.

64,8

55,1
56,2

63,1
8,2%

6,9% 7,0%

7,9%

4,0 0%

5,00%

6,00%

7,00%

8,00%

9,00%

10,00%

50,0

52,0

54,0

56,0

58,0

60,0

62,0

64,0

66,0

2019 2020 2021 2022

# Memberships (m) Penetration, overall (%)

Membership and penetration recovered fast
European H&F industry recent evolution

Source: Deloitte and Europe Active H&F Market Report 2023
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– Membership almost fully recovered; 2 year time lapse
– Recovery at a faster rate than expected
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With KPIs showing an upward trend

Fitness club 
members

Number of clubs

Members top 20/30 
chains

Penetration (+15yrs)

2019 2022 Recovery CAGR

64,8m 63,1m 97,4% -0,9%

14,8m 17,2m -- --

63.6k 63.8k 100.3% 0,1%

9.8% 9.5% 96.9% -1.0%

Source: Deloitte and Europe Active H&F Market Report 2023

European H&F industry recent evolution
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Reaching pre-COVID levels

Source: Deloitte and Europe Active H&F Market Report 2023 (1) annual average CPI 2019 – 2022

-0,3%

0,6%

CAGR

Recovery (%)

– Full revenue recovery, although reported figures may be misleading
– Also in monthly average fee, although quite below CPI (3.6%(1))

European H&F industry recent evolution
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CAGR
However, possibly better than seen at a first sight

Source: Deloitte and Europe Active H&F Market Report 2023

3,3%

4,2%

Recovery (%)

– Revenue figures not showing full potential due to COVID restrictions
– If slightly corrected (90%), average fee increases above annual CPI

European H&F industry recent evolution
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WHO’s point of view
Isn’t about sports…

Source: WHO, Global status report on physical activity 2022

M&PH = RFA

Inactivity levels morbidity & mortality Economic burden
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25% & 80% of adults and adolescents below target

c. 60% of population says never 
or seldom do sport related activity

c. 50% of population says never 
or seldom do physical activity

Isn’t about sports…

50%

RPH dependent upon gender, 
age and education

Source: WHO, Global status report on physical activity 2022 & EU, Special Eurobarometer 525 - Sport and Physical Activity

Frequency of exercise 
or play sports (%)

Clear correlation between 
physical activity and sports
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Source: WHO, Global status report on physical activity 2022

Isn’t about sports…

Accelerated morbidity & mortality from NCDs
Preventable new NCD cases by 

country-income level (#, %)
Distribution of cases and cost by type of 

NCD attributable to physical inactivity (#, %)
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Stroke Cancers Depresion Dementia

Cases CostProjected causes of death in developing 
regions (deaths, million/year)

Preventable new NCD cases by 
country-income level (#, %)

Distribution of cases and cost by type of 
NCD attributable to physical inactivity (#, %)

Leading cause of death 
+ emerging global 

health threat

Source: WHO, Global status report on physical activity 2022 & EU, Special Eurobarometer 525 - Sport and Physical Activity
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Money issue for NHSs & economy worldwide
Isn’t about sports…
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If reduced to money, 
reaching the WHO’s 

recommendation means 
savings of €17Bn/year

Source: WHO, Global status report on physical activity 2022 & EU, Special Eurobarometer 525 - Sport and Physical Activity



13Document Classification: KPMG Public© 2023 KPMG, S.A., sociedad anónima española y firma miembro de la organización global de KPMG de firmas miembro 
independientes afiliadas a KPMG International Limited, sociedad inglesa limitada por garantía. Todos los derechos reservados.

Source: WHO, Global status report on physical activity 2022, OCD, Step-up! Tackling the burden of insufficient physical activity in Europe

Isn’t about sports…

WHO’s recommended level of physical activity

Health 
benefits 
for minds 
& bodies

Cognitive health
Enhances thinking, learning and 

judgement skills

Body weight
Helps maintain a healthy body 

weight

Balance and coordination
Reduce risk of fails

Sleep
Improves sleep quality

Fitness
Improves muscular and 
cardiorespiratory fitness

Functional strenght
Improves bone health

Disease prevention
Prevents and manages chronic diseases 

(cardio., cancer and diabet.)

Mental health
Reduce symtomso of 

depression and anxiety
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What prevents from higher physical activity?
Isn’t about sports…

Reasons preventing regular sport Global physical activity trends (%)

Source: WHO, Global status report on physical activity 2022 & Deloitte and Europe Active H&F Market Report 2023

Compare to other expenditure 
categories, fitness club 

activities are les impacted by 
inflation-related budget cuts

Club users (yet) stick to 
their current cub offering, in 

spite of the inflationary 
situation
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WHO’s recommended action
The role of physical activity

Source: WHO, Global status report on physical activity 2022

Intervention in the health-care 
settings

- General behaviour conunselling
- Prescribing physical activity

- Healthcare-led exercise 
interventions

School-based interventions
- Physical education classes

- Active sports breaks
- Funding for other school activities

- Active transport

Workplace-based 
interventions

- Counselling & information
- Behavioral strategies

- Environment strategies
- Active transport

Information and 
communication policies
- Physical activity guidelines

- National campaigns
- Apps with the information about the 

availability of resources and 
activities

Intervention in the sport 
sector

- Programs to increase sport 
participation

- Investments in sport infrastructure
- Funding for local sport centers

Urban design, environment 
and transport policies

- Policies to improve road safety
- Planning guidelines to improve 

parks, train and other green areas
- Investment in cycling lines or public 

transport

Avoid undervaluing the potential of promoting physical activity and sports 
by implemented more ambitious and coordinated programs
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Conclusion
Isn’t about sports…

Source: WHO, Global status report on physical activity 2022

– Isn't about sports, it’s about health & well-being, social 
development, sustainable environment, economic growth and reduced 
inequalities.

– There are few areas in public health – such as physical activity -
where evidence on required action is so convincing, cost effective 
and practical.

– PA&S demands from the industry, as a provider of health and well-
being, shall be taken seriously and carefully assess

– However, the existing limited ability to promote physical activity is 
a result of multiple interconnected factors that fall into different 
areas (political,  technical, financial, …)

– This can either limit or accelerate the promotion of physical activity.
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Less VAT means higher penetration…
Deconstructing usual beliefs

Low VAT countries 
representativeness

Low VAT 
countries

21%

High VAT 
countries

79%

Over total population

Low VAT 
countries

20%

High VAT 
countries

80%

Over total revenues

Source: Deloitte and Europe Active H&F Market Report 2023

VAT VAT Sport engaged  Memberships Member. +15 Members
Metric Standard Fitness Population Population Population per club
Unit % % % % % #

Norway 25,0% 0,0% 64,3% 22,1% 26,6% 954

Belgium 21,0% 6,0% 49,0% 7,7% 9,3% 980

Sweden 25,0% 6,0% 67,0% 22,0% 26,7% 1.320

Poland 23,0% 8,0% 28,0% 8,0% 9,5% 1.107

Ireland 23,0% 9,0% 53,0% 10,5% 13,2% 715

Netherlands 21,0% 9,0% 57,0% 17,3% 20,7% 1.440

Finland 24,0% 10,0% 69,0% 17,3% 20,7% 521

Germany 19,0% 19,0% 48,0% 14,0% 16,2% 1.206

Austria 20,0% 20,0% 38,0% 12,6% 14,8% 866

France 20,0% 20,0% 42,0% 9,2% 11,3% 1.363

UK 20,0% 20,0% 47,0% 15,6% 19,0% 1.435

Spain 21,0% 21,0% 43,0% 11,7% 13,8% 1.161

Italy 22,0% 22,0% 28,0% 9,1% 10,5% 710

Portugal 23,0% 23,0% 26,0% 6,7% 7,7% 625

Denmark 25,0% 25,0% 63,0% 18,9% 22,9% 770

Hungary 27,0% 27,0% 33,0% 5,6% 6,5% 587

Average 22,4% 15,3% 47,2% 13,0% 15,6% 985
Low VAT countries 23,1% 6,9% 55,3% 15,0% 18,1% 1.005
High VAT countries 21,9% 21,9% 40,9% 11,5% 13,6% 969
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… or it’s only in certain cases…
Deconstructing usual beliefs

c. 13% of 
total revenues

c. 6% of 
total revenues

c. 46% of 
total revenues

c. 35% of 
total revenues

Source: KPMG’s analysis
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… like the Nordics
Deconstructing usual beliefs

(ºC) 21.1 9.9 8.2 9.0

(ºC)

(ºC)

(%)

(mm)

(days)

(hours)

14.4

11.2 2.7 0.5 2.1 6.9

c. 71 c. 110 c. 114 c. 138 c. 130

2,555 1,862 1,679 1,533 1,789

621 613 624 971 792

68 79 81 78 80

16.7 7.7 6.8 8.8 --

Source: www.worlddata..info
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Current segmentation & no pass-through scenarios
Deconstructing usual beliefs

11.9 12.7 12.1

38.4 34.3 37.5

38.7 11.2 49.9

15% 10% 14%

Source: KPMG’s analysis

c.80% of the market 
in term of total 
revenues covered

1
Penetration (%)

Average price (€/member)

# clubs (K)

EBITDA margin (%)

c. 0% members,     
c. 0m
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Achieving higher demand by lowering prices isn’t free
Deconstructing usual beliefs

12.7 12.7 12.7

34.3 34.3 34.3

41.4 11.2 52.6

4.7 10 5.8

2

c. +5.5% members, 
c. +3.0m additional

c. -10% EBITDA,    
c. -580m lower

c. -1% revenues,    
c. -990m lower

c. +5.5% clubs,      
c. 2.7K openings(1)

Source: KPMG’s analysis (1) 1,1K members/club

Penetration (%)

Average price (€/member)

# clubs (K)

EBITDA margin (%)
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Recovery previous situation seems challenging
Deconstructing usual beliefs

34.3 34.3 34.3

36.6 11.2 47.8

15.7 10 14.6

12.7 12.7 12.7
3

c. +5.5% members, 
c. +3.0m additional

c. -0% EBITDA,      
c. 0m

c. -1% revenues,    
c. -990m lower

c. -4% clubs,          
c. 2.2K closures(1)

Source: KPMG’s analysis (1) 1,25K members/club

Penetration (%)

Average price (€/member)

# clubs (K)

EBITDA margin (%)
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The case for Spain: Is physical activity an unattended 
constitutional right? Article #43 of the Constitution

Why governments show such reluctancy towards allowing a 
decrease in the VAT nominal rate?

How comes that potentially harmful to health activities are 
encouraged, while the practice of sports is punished?

Why is it more expensive to practice sports than to watch 
them?

In any case, high VAT is still weird
Deconstructing usual beliefs

Nonetheless, it’s a survival and competitiveness question for 
the industry and thus, key and fair
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Facts supporting no lower pricing

Source: MAS, Estudio de resilencia del sector fitness 2023, Deloitte and Europe Active H&F Market Report 2023

Masks off

Lower pricing means value destruction and same 
pricing does not help promoting PH&S

Increase in pricing already implemented by several 
players, despite increasing promotional activity

Clients seem to be quite price-insensitive, with no 
intention to change habits albeit the macro situation

Gyms seem to overcrowded (change in client profile) 
with NPS pointing towards carry on increasing prices

No real intention from players to decrease pricing, as 
expectation are place on being compensated

Price development of 
memberships (2022 vs 2021)

Increase in the number of 
regular active fitness 

practitioners

Fitness club usage shows 
the most positive 

development among all
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Margin appropriation isn’t a crime
Masks off

Penetration (%)

Average price (€/member)

# clubs (K)

EBITDA margin (%)

11.9 12.7 12.1

41.9(1) 34.3 40.3

38.7 11.2 49.9

22.1 10 19.9

4

c. 0% members,     
c. 0m

c. +52% EBITDA,   
c. +1.8Bn additional

c. +7.3% revenues,  
c. +1.8Bn additional

c. 0% clubs,           
c. 0 openi./closu.

Source: KPMG’s analysis (1) average VAT rate lower to 10%
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Volume/demands makes the change
Masks off

12.3(1) 12.7 12.4

41.9 34.3 40.3

40k 11.2 51.2

22.1 10 19.9

5

c. 1.5% members,  
c. +2.7m additional

c. +57% EBITDA,   
c. +2.0Bn additional

c. +10.5% revenues,  
c. +2.5Bn additional

c. +2.7% clubs,      
c. 1.4K openings

Source: KPMG’s analysis (1) 1% additional demand

Penetration (%)

Average price (€/member)

# clubs (K)

EBITDA margin (%)
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Although margin erosion is inevitable
Masks off

42.3 11.2 53.4

41.9 34.3 40.3

15 10 14

6

c. +7.1% EBITDA,   
c. +270m additional

c. +7.3% revenues,  
c. +1.8Bn additional

c. +7% clubs,         
c. 3.5K openings(1)

Source: KPMG’s analysis (1) 1K members/club

Penetration (%)

Average price (€/member)

# clubs (K)

EBITDA margin (%)

12.3(1) 12.7 12.4

c. 1.5% members,  
c. +2.7m additional
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Does VAT really make the change?
Conclusions

The H&F industry is more than a sport provider, it’s a promotor of health, 
well-being and quality of life

Few areas in public health – such as physical activity - where evidence on 
required action is so necessary

Hence, it may seem that industry demands, such as lower VAT, shall be 
better attended by governments

However, the discussion on lower VAT rates passed through to consumer 
can potentially mean value destruction for the industry

Margin appropriation allows higher margin and potentially room for further 
investments or shareholders’ remuneration

However, all this measures seems to have an apparently limited impact 
and wouldn’t allow to achieve final goal: making the pie much bigger
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An unresolved dilemma; impact Vs time actions Vs actor
Conclusions

Time
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ct
 

D
iff

ic
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ty

- Margin increase 
(VAT decrease)

- Cost reduction
 No strategy

- Price/margin 
increase

- Existing demand 
increase

 Differentiation

- Fixed cost dilution
 M&A

- New demand
 Social 

awareness

Shot term Medium term Long term

Lo
w

M
ed

iu
m

H
ig

h
Growth 
mode

Survival 
mode

Market 
expansion 

mode

Private operators

Long term
Society as a whole

Source: KPMG’s analysis
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Special thanks to…
Conclusions
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