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Introduction 

Introduction To The OPEX Business Accelerator 

Coaching is different from owning a business. It doesn’t mean that a coach can’t own a 
business or a business owner can’t coach, but it absolutely means that those two roles require 
different skills to effectively execute.  

There are consistent global habits that both coaches and business owners require. Habits such 
as awareness, consistency, organization, metric (markers) tracking, building competence, 
empathy, etc are universal. However, there are habits that successful business owners must 
practice that coaches simply don’t need - managing cash flows, building new processes, 
hiring/educating/managing people are a few of them. 

It’s critical that coaches understand the differences between coaching and owning a business 
before they take the plunge into opening a gym.  

The OPEX Accelerator Course is a bridge between being a professional coach and owning a 
successful fitness business. Throughout this course, coaches will learn those differences, learn 
how to build business strengths, and reduce business weaknesses. But, more than anything, 
coaches will learn what habits they need to do daily in order to launch, grow, and sustain 
successful businesses.  

This course does not require you to be or become an OPEX Gym. Through years of testing 
structures of education as well as learning who and what works best in OPEX Gyms, it’s clear 
what types of business owners succeed the best in OPEX Gyms as well as who will most likely 
find unneeded tension within the model.  

By the time everybody finishes the Accelerator Course, they should know if they want to own a 
gym, they should know what type of gym they want to open, and they should have a business 
plan carefully constructed to execute on their gym vision. 

Introduction To The OPEX Business Instructors 

The Accelerator Course is a critical pillar of the OPEX Education Platform. Many thousands of 
coaches have demanded this business course to help them decide what type of gym they want 
to open as well as how to open it with the best chance of success. For that reason, this course 
was laid out by the team who runs the OPEX Business itself, CEO Jim Crowell, and COO Carl 
Hardwick. 
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Jim Crowell began his tenure at OPEX in 2014 as a remote coach, but it became a better fit for 
him to move into the business end due to his background and love of building organizations and 
systems. Prior to OPEX, Jim owned two highly successful gyms in Pittsburgh, PA that he 
ultimately sold in one transaction. Prior to owning gyms, Jim was a successful hedge fund 
commodities trader in Austin, TX, and Columbus, OH.  It’s easy to see three big things within 
Jim: Firstly, he loves to learn - Jim earned his MBA from UNC, a double major in Finance and 
Economics from Penn State, the CORe Credential from Harvard University, and the executive 
education of Investment Decision Making and Behavioral Finance from Harvard. When coupled 
with the myriad of fitness credentials Jim has worked toward, he is uniquely qualified to instruct 
this course. Secondly, he loves learning about and discussing business. Coaches immediately 
see Jim come to life when he has the opportunity to dig into their businesses as well as into the 
broader economy and business world. Finally, he loves systems and first principles. You’ll 
notice that Jim asks questions that get him to the root of issues and businesses. He’s taken that 
curiosity and turned it into unique first principles for owning (boutique) fitness businesses.  

How To Get The Most From Accelerator 

For some, it can be challenging to learn and comprehend in a digital environment. The upside 
with this course is that you will have calls on the back-end to ensure the principles are clear and 
you’re implementing those principles. You’ll also have an opportunity to discuss business with 
your cohort group. 

Before we get into specifics of the course, let's start with laying out a few tips to get the most 
from digital learning. 

1. Stay on track

Don’t underestimate the challenges that come along with digital learning. While some
thrive, many find it challenging to stay on track in a distance learning environment. You
have to get through the course prior to your calls, ensure you allot an appropriate
amount of time to get through the course with enough time to reflect on and digest what
you learned in the course so you come into your calls with a fresh mind.

Set up your schedule to allow you to do this. Block out more time than you think you’ll
need, use the forum to gain clarity from the course instructors and have the self
discipline to avoid falling into the I’ll do it tomorrow trap.

2. Control your environment

To set yourself up for the greatest opportunity for success, starts with your environment.
Everyone is unique, people learn in different ways in different contexts. The goal is to
create an environment for learning that optimizes the ability of people to learn. There is
no single optimum learning environment other than the one that leads to the highest
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level of efficiency and comprehension. 

A few tips to set you up for success include having a designated place to study, turning 
off all phone/social media notifications during learning time, study at your most alert time 
during the day to ensure comprehension is at its highest level and don’t get too caught 
up when you don’t understand something. Note it, move on and gain clarity in the forum 
or on the calls. 

3. Be present and prepared

It’s one thing to read notes and go through videos, it is another to have accessibility to
other coaches and gym owners and course instructors. Be present and prepared in the
forums, on the calls, and come prepared with your homework complete on a weekly
basis. Be extremely consistent during your cohort to get the most out of this course.

4. Embrace your weaknesses

Identify and stay connected to why you enrolled into Accelerator. Because you enrolled
in this course, there is most likely a self perceived hole in your skills as a business
owner. Do not try to hide these weaknesses, rather be honest with yourself and your
cohort where you need help. There will be some owners that are great at setting up
processes and find it difficult when it comes to understanding their finances. There will
be some owners that love coaching and working with their clients, but shy away from
blueprinting their client experience and would rather wing it. These are large holes if the
goal is to run a successful fitness business. Be clear and transparent with your
weaknesses and use this process to sure up your weaknesses.

5. Be all in

The point of this course is to accelerate your business principles knowledge and to
immediately implement those principles. This is not a 12-month course, you will learn a
lot of things that will help your business today. Take the additional time to implement
these things immediately and learn from those implementations instead of slow playing
it. This course should be one of your top priorities while you are enrolled, if it is not you
have to figure out how to get it there or you will not get the most out of it.

We hope the tips above help you to get the most out of the course. It is important to understand 
that these may be new behaviors that you’ll have to intentionally implement to turn them into 
habits that feel like second nature. 

How To Go Through This Course Specifically 

Accelerator is a two-step course that could potentially lead to a third. 
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Step 1: Complete Digital Accelerator 

The first step is to fully complete the digital course before live calls. The digital course is found 
in the OPEX Membership Site. In the Accelerator section, you will find the videos as well as the 
digital notes. For efficiency purposes, feel free to speed up the videos as needed as long as you 
can follow along and comprehend the content. Use the notes as an additional resource that 
goes more in-depth than the videos rather than using the notes as a supplement to the videos.  

Ensure you allow the videos to finish so the section is marked complete and switch “Auto Play” 
on to automatically continue to the next video. As you make your way through the course, we 
recommend keeping a set of notes to digest your learnings in your own words and from your 
viewpoint. 

Step 2: Accelerator Calls 

The next step is to begin your 10 weeks of accelerator calls. Over these 10 weeks, we will cover 
various topics ranging from marketing, operations, management, financials, and vision for your 
business. These calls end with a final pitch where you will layout your business plan to the 
group.  

There will be homework with each call after call one, so ensure you allot time throughout the 
week outside of the calls themselves to implement and get the weekly homework done. 
Homework will be turned in > 24hrs from the weekly call, and delivered in the OPEX 
Membership Site.  

100% attendance is expected on each weekly call. Ensure you are registered for each call and 
always feel free to reach out to support@opexfit.com with any questions. 

Putting together and presenting your final pitch closes out the program and will give you a 
tangible gameplan to walk away from the course with and also receive valuable feedback from 
course instructors and your peers. 

Step 3 (optional): Becoming an OPEX Gym 

OPEX Gyms is designed to be like Amazon Prime. For anybody who believes in OPEX and 
Individual Design, we want to offer you an opportunity to get into a gym model, get additionally 
educated by us, and get mentored 1:1 by us to grow your fitness business(es). 

How Accelerator is Connected To and Ascended From CCP 

In 2020, CCP was upgraded significantly. It was clear that, although the coaching principles 
were outstanding, there wasn’t a clearly organized implementation plan to put an OPEX System 
into coaches’ gyms globally. After years of testing and learning from OPEX Gyms and OPEX 
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Coaches around the world, principles were integrated with a carefully designed implementation 
plan within CCP.  
 
At the same time as CCP was being upgraded, the business systems within all 1:1 gyms were 
dissected and improved. The CCP instructors looked at where these more granular business 
systems needed to sit within the OPEX Education structure. CCP wasn’t appropriate because it 
would have been far too much information within the CCP Course. The natural place for this 
business content was for committed coaches who understand CCP and the OPEX Systems and 
who want to take their business to the next level.  
 
The Accelerator Course takes all of the coaching principles from CCP and more specifically all 
of The Professional section principles and examines them far more closely while simultaneously 
adding in the true business owner lens to the conversation. If you take CCP and implement it, 
and then you follow it up by taking and implementing the Accelerator material, you should be 
clear on how to implement a 1:1 business system into the gym you’re in or building. 
 
More specifically, the CCP Professional Section is built on a framework of finding and building 
meaning as a coach by using a Strategy, Execution, Measurement, Refinement - SEMR - 
framework in order to Acquire, Retain, and Grow your client count and coaching business.  
 
The Accelerator Course takes that framework and adds in some very key concepts additionally 
to it. The course digs deeper into acquisition and retention, but it adds in next layers of: 
 

● WWHW = O - Why + What + How + Who = Outcomes 
● Business Models and Plans 
● The 5M’s - Meaning, Model, Market, Management, Money 

 
Additionally, built on the back of those frameworks, the Accelerator Course digs deeply into how 
to build an OPEX-Styled Gym. The instructors walk through how to build out a quality business 
model, experience, and brand by utilizing the SEMR and 5M’s frameworks.  
 
Following Accelerator, the CCP Professional Section should be even more clear in terms of the 
validity and value of its principles, and coaches/gym owners should be very clear on what 
fitness business model they want to run as well as how they will implement it with clarity and 
success. 
 
 

Why, What, How, Who = Outcomes 

Why, What, How, Who = Outcomes Introduction 
 

5



This concept is a 60,000-foot idea that is intended to lay out what broad themes are needed 
within any successful business concept. This WWHW = O isn’t intended to be a daily thought 
process, it’s meant to be more of a long-term guide for business owners to find support from.  
 
Why (W) is something anyone who has taken CCP should be is very aware of.  Without a clear, 
compelling, and consistent why a business lacks the emotional fortitude to make it through 
difficult times. The business may work for a few years if the economy is good, but when more 
challenging times arise, the business will struggle or fail.  Why includes a business’s purpose, 
vision, and values and there is an argument that its mission partially falls in here. Those 
components are the foundational narrative of a business. The narrative of we’re here to 
accomplish this in the world and we believe deeply in.. tells a market what a company intends to 
deliver, emotionally, to the world. If those emotional whys are actioned on consistently, the 
market builds deep trust and belief in the company as being a company that does what it says it 
will do.  
 
What takes the why and says What does our why look like in tangible terms as we deliver it to 
the market? The components that fall into the what bucket are the mission and the model’s 
blueprint(s) of success. The what tells the world where the business intends to go fairly 
specifically and it lays out what the experience will be like in order to get there 
 
How takes the why and says, how do we deliver consistently on the emotional promises we’ve 
made with our whys? The components that fall into the how bucket are the principles and the 
standard operating procedures - SOPs - of a business. Notice how neither the principles nor the 
SOP’s can exist without the core values or the blueprint of a business - the whats - and then 
notice that the what cannot exist without the why. Good businesses build outstanding 
operational plans, but outstanding businesses connect those operational plans to compelling 
emotional narratives that the whole team buys into. 
 
Who is something that many people place into the why, what, and how sections, and it’s easy to 
see why. People fall into the broad concept of all three sections. However, people are so critical 
of the fitness business that we believe a strong framework needs to exist on its own as well as 
connect to each of the three sections. Who has two major components in a fitness business: 1) 
The owner - individual and 2) Business stakeholders which include coaches, staff, clients, 
vendors, partners, prospects, etc.  
 
Firstly it’s critical for the business owner to know who they are, what their strengths and 
weaknesses are, and how they will lead their business. Secondarily, it’s then critical to 
understand not only who the business owner should hire, but it’s also critical to know how they 
will create safety, belonging, and future for their coaches. If the owner and the coaches/staff are 
well taken care of, the difficulty of supporting the rest of the business’s stakeholders becomes 
much easier because the culture and norms have been built and are much easier to duplicate 
particularly when there is a strong why, what, how in play. 
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Outcomes are just that, the results that the business enjoys - or fears - based on how effectively 
they create, tell, and execute the narrative they want to spread around their fitness market in 
their local area. It’s rather important to reiterate something from CCP. Outcomes are just that, 
outcomes. Business owners cannot fix outcomes. Business owners can, however, fix the 
behaviors and actions that are being taken to create those outcomes. 
 
As a business owner recognizes this broad framework, they begin to find inspiration to layout 
things like their purpose, vision, mission, etc more clearly, as well as the inspiration to do some 
of the boring things like metrics and SOPs more effectively. It’s imperative for all business 
owners to think through these major components, layout where they really sit today, and then 
revisit these quarterly - or at least annually - to see what small tweaks can and should be made 
in order to benefit their stakeholders and ultimately their business.  
 

Why = Culture + Priorities 
 
When considering a business’s why it’s important for the business owner to remember that this 
must be authentic to them. Without a deep belief in it, the actioning of the why inevitably 
becomes far less consistent. The big a-ha moment for many business owners is the moment 
they realize that all of this - the why, what, how, who - merge together to create the business. 
When any part of that is lacking care or clarity, it challenges the other parts of the whole. That 
means it’s crucial, to begin with, a base of truth - truth for yourself, truth for your stakeholders, 
and truth for your market. The more doors that somebody opens that reveal the same message 
and beliefs, and the more times a business proves, through actions, that it means what it says, 
the more brand loyalty it creates making the business more valuable and more likely to grow. 
 
A company’s why is inclusive of its purpose, vision, and values. A company's purpose is it’s 
philosophical heartbeat. It defines what the business gives to the world by doing its work. A 
company vision is what the company wants to be like over time and is a bit more concrete than 
its purpose. A company’s values are its set of beliefs about the world. When these three things 
are combined, it provides a company with a guiding narrative to decide what business model 
and projects it takes on. That narrative serves a huge purpose for companies. It helps it 
prioritize the big business opportunities it takes on. Without that why framework, companies lack 
context for making decisions.  
 
Additionally to the guiding narrative, a company’s why sets the tone greatly for the kind of 
culture it instills with its stakeholders. According to Daniel Coyle, author of The Culture Code, a 
company builds a strong culture of engagement and retention when it builds strength in three 
main areas 
 

● Safety 
● Belonging 
● Future 
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A company that builds itself on a guiding narrative knows how to answer questions that would 
be grey without strong beliefs. For example, does a company believe in climate change? It 
stands to reason that if a company believes in climate change, it will create a different set of 
belonging cues and narratives for its team than if it didn’t. If an employee or partner company 
believes 180 degrees differently, it’s possible that the companies may not choose to work with 
one another. Note that this isn’t an argument for or against climate change. It’s merely an 
example of a hot-button issue that companies need to be clear on their beliefs about, so that 
they create safety, belonging, and a future. Extrapolate that over 4-6 strong company beliefs 
and it becomes clear how a company’s why ultimately attracts the right type of people to it and 
detracts the wrong kind of people from it. 
 
A great example of core values that would attract or detract people is Salesforce. Sure, their 
values are broad, but they are very simple and for anybody who knows Marc Benioff, their 
founder, they know he means them. https://www.salesforce.com/company/careers/culture/ 
 
When a business begins to think about its culture, it's why it must be a part of that conversation. 
It’s imperative that any new - or existing - business owner takes the time to layout its purpose, 
vision, and values and then defines how they will connect with its business priorities and culture 
to form its guiding narrative(s). 
 
 

What = Model + Brand + Strategy 
 
Hopefully, it is becoming clear that a 60,000-foot approach that zooms in closer and closer to 
granular daily detail is a wonderful approach to business formation and growth strategy. It’s 
simply too hard to grow a business without the context of the 60,000-foot view as a guiding 
narrative.  
 
When a business owner has a clear guiding narrative in the form of their why - purpose, vision, 
values which support culture and priorities - they can then take that and drill down a layer into 
what that will mean for their business model and operations.  
 
A company’s what is inclusive of its business model, its mission, and the customer experience 
blueprint it intends every customer to experience when they come into contact with the 
business, however often that happens.  
 
A company’s business model can have a myriad of different interpretations, but in the context of 
the Accelerator Course, a company’s business model is what service(s) will it offer to its local 
community that will bring growing revenues, profits, and equity builds to the owner(s). A great 
business model identifies how revenue will be made, from what customers that revenue will 
come from, where the capital needed to run the business will come from, etc.  A business plan 
is the document that defines these points, and every business owner should go into a business 
with a clear plan for how they’ll execute.  
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A company’s mission is a clear and quantifiable goal/milestone of what it will deliver to its 
market. That mission is often a 3-5 year mission that sets the specific. Let’s say that a 
company’s mission is “To deliver professional fitness coaching to 150 ______ (specific type of 
people) clients in the _____ area by 3 years from today.”  This outlines what the business is 
building to achieve. When coupled with its why the mission provides support for easier decision 
making because the company can better prioritize projects that lead it to its mission, and 
perhaps more importantly, it can say no to anything that doesn’t support it achieving that 
mission. 
 
A company’s blueprint is how their service (or products in other business cases) will interact 
with their clients. It clearly lays out each touchpoint the company will have with its clients and 
what the outcome of that interaction should look like. It isn’t, however, how the business will 
execute on those interactions. That comes in the company’s SOPs.  
 
With a quality business plan - discussed at length a bit later in Accelerator - a clear and 
compelling mission for the stakeholders, and an outstanding customer experience blueprint, a 
business will have successfully taken why it exists, through what it will do to deliver on that big 
why promise to the world.  Now what’s left is to create the guidelines on how that experience will 
be delivered and then who will deliver it. 
 

How = SOP’s + Systems + Habits 
 
When business owners get clear on their why and what, it should be significantly easier to 
design big plans. It’s very difficult to develop SOPs or best hiring practices when businesses 
don’t know what they’re trying to accomplish or why they’re trying to accomplish it. It bears 
noting that some people carry a perception that things such as purpose, vision, mission are 
woo-woo, but more and more research says these pieces are critically important. In the eyes of 
OPEX, those pieces are not only important from an alignment standpoint, they vastly lower the 
number of complicated steps needed to create quality and consistent actions and habits within 
the business. It’s more efficient even though it takes some steps upfront to accomplish.  In the 
long-run, though, it pays off wonderfully to clearly layout the why and the what. 
 
Moving into how businesses execute, great businesses don’t have a magical product, per se, 
they simply deliver their product with competency, consistency, and care. That means that every 
single time they show up, they take care of their clients, make sure they keep their interests 
aligned, and continue to uplevel the service offered and all because they build stronger and 
stronger relationships with their clients. To document how the business delivers its service (or 
products for some businesses) 100 times out of 100 is the desired outcome of how. 
 
To deliver this level of quality and consistency, it’s imperative to look at the company service 
blueprint as it lays out the outcomes that clients should experience within the business. If there 
is a clear layout of the outcomes, the business can then dive into its thesis - it’s likely not fully 
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tested so it’s fair to call it a thesis in the beginning - on how to deliver that service at a high level. 
SOPs are literally checklists for success. Let’s take a simple example and a more complex 
example: 
 
Ex. 1 - wiping down a weight bench after somebody uses it 
 
Fairly simple idea, but if the business owner, or more importantly an employee coach or staff 
member, doesn’t understand what clean or quality cleaning means, they will not understand, 
contextually, why they need to do this act. The blueprint provides clarity on what the outcome is 
and the values provide clarity on why this is important. From there the SOP may look as simple 
as: 
 
 After each use of a bench, ensure the bench is cleaned with disinfectant. Steps: 1) clients 
should clean the bench, but if they do not it will fall onto the floor coach at the time of bench use. 
2) always use a disinfectant spray + paper towel (assuming those are the supplies you have). 3) 
spray the whole bench. 4) wipe the whole bench. 5) throw away the paper towel, do not re-use 
it. 
 
While simple, this clarifies who executes the SOP, it lists how the spray should be applied and 
that there shouldn’t be re-use of paper towels. It’s clear and that makes for a good SOP. An 
example of a poor SOP for this would be: Make sure the bench is clean and the step: 1) clean 
the bench after each client uses it. This example isn’t clear at all.  
 
Ex 2 - this gets much bigger in complexity. This example is how to deliver the floor experience in 
a 1:1 gym 
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SOPs create consistency, that’s the big takeaway here. It’s recommended that anything that is 
going to be done repeatedly has an SOP to support it because business owners and managers 
can then improve the SOPs  each time the procedure is run. 
 
Systems are a collection of SOPs. Business owners may ask the question “How do I deliver an 
outstanding coaching service?”  That cannot be answered with one SOP because, in the case 
of an OPEX Gym, there is programming, consultations, assessments, floor coaching, nutrition, 
and lifestyle design, answering communication, etc. There are a series of SOPs that aggregate 
into systems. It’s important that owners bucket their SOPs into bigger systems because it 
connects those SOPs into the mission and business model more appropriately which then 
connects into the purpose and vision cohesively. 
 
Habits were looked at in CCP, so there isn’t a deep need to go back through the principles. We 
recommend reading Atomic Habits by James Clear and then practice every day - but it’s very 
important to note that a business may have all of their SOPs laid out nicely in a folder, but if they 
do not engrain in the daily habits to execute and measure those SOPs they will not build 
speed/efficiency/consistency of them. Business owners must decide and commit to not just 
writing but executing on their SOPs because it’s those actions that ultimately show - not just tell 
- the market what the company really believes in. You can’t say you help people live larger lives 
every day if you show up late, don’t keep things clean, and don’t respond back to your clients 
when they have questions or feedback.  
 
The how is the connection to the public persona that ultimately decides what the market 
perceives your brand and value to be. SOPs provide clarity on how to deliver that persona 100 
times out of 100, and a business’s habits are what ensure they deliver day in and day out on 
their blueprint/what so that the market sees that they care about the things they say they care 
about.  

Who = Artist, Manager, Entrepreneur = Generalist + Stakeholders 
 
Initially, it’s all up to the business owner. Only the business owner is able to deploy the 
resources that the business needs to grow. Without those resources, (cash, hard work, 
systems, etc), the business either slowly or quickly crumbles because other businesses pop up 
and steal that business’s clients, brand power, and advantages. Over time, however, the 
business owner adds coaches (in the fitness case), adds staff, contractors, partners, vendors, 
etc. In both scenarios - owner on their own and owner in a growing business - the business 
demands an owner who can wear multiple hats. 
 
For example, a business owner may be an outstanding coach. They may want to spend most if 
not all of their time coaching. The challenging thing is that the business demands more than just 
a coach. The business demands somebody to take care of it financially, to design a long-term 
strategy for growth, to market the business to new clients, to take care of its people, to keep it 
clean, and many other aspects. It simply isn’t realistic to think that a small business will succeed 
when the owner cannot smartly wear multiple hats within the business.  
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This is where the conversation about the three types of people comes into play. As a quick 
reminder, those three types of people are: 
 

● The Artist 
● The Manager 
● The Entrepreneur 

 
The artist is a person who loves refining their unique craft. Think literally of an artist who spends 
their life understanding and refining their creative talents. In the fitness case, most artists are 
those who want to coach people more than anything. They love building relationships, designing 
programs, refining their efficiencies, etc. They don’t love doing billing or marketing themselves 
or tracking metrics outside of their clients' health markers and performance targets. 
 
The manager is a person who loves building things and understanding systems. Whether it’s an 
outstanding google sheet, a new project management tool, a more efficient way to run the 
business, or simplifying processes across the board, the manager loves to wet their beak with 
building, improving, and refining systems to improve the totality of that system.  
 
The entrepreneur is a person who loves risk. They love to look at the business playing field, find 
opportunities for deals, and then execute on those deals even if they don’t have perfect 
information. Don’t mistake this for being greedy - though some are - this is about the enjoyment 
of the risk of the deal. 
 
Business owners must think honestly about which of these three people they most highly 
resonate with. And by think honestly, we mean it’s important to see what your actions prove you 
to be, not what you’d most like to be. Coaches and fitness business owners live far more 
fulfilling lives when they see clearly who they are. It doesn’t mean that coaches can’t have 
specs of two or perhaps even all three types of people in them, but it’s often pretty clear which 
one resonates most highly. 
 
A small aside - when surveyed at live OPEX Immersion events, typically the breakdown of the 
three types of people looks like: 
 

● Artists - 50% 
● Managers - 15% 
● Entrepreneurs - 35% 

 
Whatever bucket somebody is in is okay, but it’s critical to know that to build, grow, and survive 
in the business world that business owners must know who they are, but also be able to put on 
the hats of the other two types in situations which require them to do so. It’s not realistic nor is it 
intelligent for a business owner who identifies as an artist for example and owns a small fitness 
gym to hire high-end managers and entrepreneurs to help them in their gym. Perhaps they can 
develop relationships with people who can advise them, but it doesn’t make sense for them to 
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hire these positions because the upside profit potential simply doesn’t afford a single gym that 
ability.  
 
All of this means that when it comes time for a business owner to prep their taxes, write a sales 
email, have a coaching consult, write out an SOP, they must not only be able to do it, they must 
develop a baseline skill at doing so. They will not likely love doing the things that are more akin 
to the other types of people, but it doesn’t matter, that’s what’s required. 
 
As a business owner, it’s imperative that the owner be able to move between hats when 
necessary. Owners who do that well are called Neo-Generalist according to James 
Fitzgerald. 
 
As an existing business owner or an aspiring one, are you capable of doing this? If you are not, 
you have a lot of thinking to do about whether you want to own a business or not. If risk makes 
your stomach churn, owning a business may not be for you and that’s perfectly okay. Be honest 
with yourself about who you are and whether you can play in multiple buckets so you set up the 
next 20 years of your life in a way that suits you and the growth of whatever business you 
own/work in. 
 
Once the business owner is clear on who they are and they build their initial strategy, they will 
then need to begin to expand their team. Here the who is just as critical as ever. This is often, in 
the case of a small 1:1 facility, going to be a second coach. That coach doesn’t need to have all 
of the business owner qualities, they just need to be an outstanding coach and communicator, 
and they need to believe in the same - or at least similar - values and purpose as the company. 
The business owner will train them to follow processes so it’s not critical that they know where 
all of the I’s are dotted and T's are crossed. 
 
When a business owner adds aligned people to their team who want to push the why and the 
what forward and have the tools to do so, (human relationship-building tools) this strengthens 
the team brand and it also adds the potential of greater revenue as more people can be 
coached. Extrapolate this concept out to two, three, or four coaches, plus partners, vendors, 
clients, etc. and it becomes clear how a wonderful and fulfilling business can be built from great 
people. A business owner may hire a second coach who has a pure artist mentality, and then 
they may hire a third coach who is more on the manager side - we’re not advocating for these, 
they’re just examples - the idea is to continue to round out the skill sets of the team so that each 
stakeholder, owner included, can spend more percentage of their time in the person bucket that 
they most resonate with. Make no mistake, however, the owner will always need to be able to 
wear different hats even if the percentage of time they spend in their less favored hat dwindles. 
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Outcomes Must Be Defined and Earned 

Just as with goal setting, and sometimes used in place of the word goal, outcomes must be 
clearly defined so that the business and particularly the business owner understand clearly if 
they are succeeding or not. But, perhaps more important than outright success, clear outcomes 
allow for the very important part of SEMR: refinement. When the business understands what 
clear successful outcomes look like, they can dig into why those outcomes were or were not a 
hit. 

Something far too many coaches and fitness business owners do is react to the world around 
them as opposed to proactively attacking the outcomes they are setting out to achieve. Clear 
outcomes allow for proactivity far more than no or grey outcomes. 

An example of a clear outcome is:  In 12 months, we will have gone from 25 to 65 1:1 clients 
each paying $325/month. 

It’s clear for anybody in the business to understand what this means. 

To gain even more clarity as well as proactivity, more granular outcomes can (and will) be 
created to put even more focus onto the business’ shoulders. An example of this, based on the 
above would be: “We will improve our monthly retention percentage from 93% to 97% in order 
to save 1.5 more clients per month which = 18 clients more, net, over 12 months.”  From there, 
the business could create another outcome such as: “We will earn referrals from 5% of our 
client based each month (i.e, if the gym had 25 clients, it would earn 1.25 clients/month) which 
will earn us on average 1.5 clients/month which is 18 clients over the course of 12 months.” 

These outcomes, when coupled, form the big game plan that a business would then need to 
design their SEMR’s around on a quarterly basis.  

Within the context of the WWHW = O framework, the outcomes come after each of the prior 
letters is implemented effectively. If a business knows why it’s alive, knows what it will do to 
bring why to life, knows how they will make that plan work, and knows who they will need in 
order to execute proactively on their plans, outcomes will come. 

In the context of OPEX, CCP, and Accelerator, the WWHO = O is the big picture framework 
designed to determine what your business is while the SEMR is designed to help you 
successfully put the myriad of projects into play that will aggregate together to determine what 
your business truly is to the world. 

Models  
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Introduction To Fitness Business Models 
 
To return to definitions, a business model is the structured service offering that a business 
owner will consistently deliver to their clients. It is also how that business owner will bring in 
revenue be it from service/coaching, merchandise, supplements, child care, etc. 
 
Fitness business owners must understand what their options are in the fitness business world. It 
would be unfair for OPEX to encourage you to do our model if we didn’t also discuss what other 
fitness business models looked like.  
 
OPEX’s mission is to serve coaches. Part of that mission must be in helping coaches find the 
best long-term fitness business models for them to either own or coach within. There are 
coaches who recognize that they want to coach part-time out of the sheer love of it. Should they 
open a cost-intensive and time-intensive fitness business model? Most likely not. They’d 
probably be better off working part-time in a gym setting that they love to be in and feel that they 
are making a positive impact on the coaches, clients, and owners within it. How about a coach 
who wants to make this a full-time career and embraces the work they’ll need to do to properly 
open, grow, and sustain a fitness business model? What model works best for them? Well, 
initially it depends. Sure, OPEX believes that 1:1 is the best way for coaches, clients, and 
owners to align their interests. That said, an individual coach or owner may not prioritize that the 
most. That means that coaches must understand what models are out there and how each of 
those models aligns with their Why, What, How, and Who. 
 
Many coaches then ask “Isn’t the model the ‘what’?”. Yes, the model is absolutely part of what a 
fitness business owner will look to for guidance to deliver their why at the highest level. When a 
business owner thinks about their business’ mission, it’s almost impossible to not think about if 
their business model allows for the pathway and outcomes that they’ve laid out onto their page 
(their business plan).  
 
To give business owners the best understanding of the different business models, there are a 
small number of broad fitness models that will be discussed in this section. Those models are: 
 

● Globo gyms - large scale gyms with numerous ways of doing fitness who are looking to 
attract many hundreds but usually into the thousands of clients to them 

● Group training gyms - this will not encompass group training within globo gyms, so most 
of these examples will be in smaller gyms, i.e. micro gyms 

● Large Group Gyms 
● Small(er) Group Gyms 

● Personal training - 1:1 coaching that requires coaches to stand with their one client only 
during all of their client’s training sessions 

● Remote coaching - 1:1 coaching for clients delivered online 
● Garage Gyms - Different models without the cost of rent 
● OPEX Gyms - The evolution of personal training at a fraction of the cost 
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● Hybrid training gyms - this will be at the micro gym level and will encompass gyms 
explicitly intending to service both group and personal training/individual design 

 
The better a gym owner understands the positive and negative tradeoffs of each of these fitness 
business models, the better they will be armed to make the right decision for themselves about 
what type of gym they want to run today and into the future. 

 

Globo Gyms and Their Tradeoffs 
 
This section will appear sparse compared to the other models. The reason is that it’s not usually 
the gym that coaches in OPEX are looking to open. Globo gyms are massively cost-intensive 
and almost always corporately or franchised owned. It doesn’t make them good or bad, just 
outside of this scope. However, it’s important to list some key characteristics of globo gyms in 
order to provide an even stronger context for the other models. 
 
For this discussion, a globo gym is a larger facility - 10,000+ sq feet and often significantly 
larger - which delivers both an open gym setting as well as multiple/numerous additional 
services and amenities such as group training, personal training, yoga, spin, pools, tracks, 
saunas, juice bars, etc. 
 
Structure of the Model - how the service is delivered 
 
Globo gyms are very often built on very large membership bases - a gym such as a Lifetime 
Fitness wants approximately 10,000 members in their gyms - the more the better. Depending on 
the amenities and services within the gym and its location, the price point can be anywhere from 
$9/month to $200+ (trendy health clubs).  
 
The memberships are where the ongoing money is made, but the gym then offers add ons such 
as supplements, smoothie bars, gear, personal training, kids programs, and childcare.  
 
While it appears that a lot of people work in globo gyms, for the number of clients in the gym it’s 
often a fairly low staff to client ratio. There is often a sizable investment made in the facility 
space and equipment and then the gym tries to find the happy medium of as few staff as 
possible to provide the client experience demanded of the brand. Many of these gyms have 
been found saying that they don’t actually want their members to show up. What’s better 
financially than members paying a monthly fee and not using the service? 
 
Keys to think about in the model for the Business Owner 
 
This is outside of the scope but this model often comes down to: 
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● Initial investment size - which is often into the millions of dollars  
● Ongoing rental cost and staff costs - this is the bulk share of most large gyms because 

the equipment, though depreciating, is a fixed expense often paid down upfront 
● Total numbers of memberships - this is absolutely critical due to high fixed costs 

 
Generally speaking, gone are the days where one drab gym would be crowned the winner in the 
local community. With very nice gyms going into many communities, it requires a quality 
customer experience mixed with a good brand, mixed with great amenities and even now 
classes/trainers. 
 
Initial Investment for the Business Owner 
 
Because this is different gym by gym, the number used will simply be $1,000,000+ 
 
Ongoing Costs for the Business Owner 
 
Because of the size of the facility, this is often into the $100,000+/month range 
 
Size of Client Count Needed 
 
Many globo gyms need 3,000+ members to work due to their fixed costs. At $50 per month, 
3,000 clients in the gym would yield $150,000 in monthly revenue (prior to any supplements, 
personal training, merchandise, etc sales). If the cost structure is $100k or below, this may work 
just fine for the gym, otherwise, it will have to continue to grow its client count 
 
Price Point for Clients 
 
Brands such as EOS & Planet fitness - $9/$10/month 
Brands such as Golds Gym - $20/month 
Lifetime Fitness - apx $75/month individually 
Equinox - apx $200/month 
 
The range varies widely depending on the brands and amenities offered as well as their 
locations. 
 
 
General Retention Expectations 
 
Most globo gyms will expect a higher churn % than personal training and OPEX Gyms because 
clients are more so on their own. Depending on their contracts, amenities, and services offered, 
however, globo gyms can retain in the low 90%’s, if managed well. 
 
General Marketing Tenets Used 
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Everything goes for larger corporate and franchise gyms in this category. TV ads, social media 
ads, Google ads, local newspaper/magazine ads, business partnerships, corporate 
partnerships, billboards, radio, etc. 
 
 
How Does the Model Earn More Profit? 
 
More members is very often the answer, but some globo gyms are beginning to disrupt their 
own business models - smartly - by offering scalable online platforms/programs. Often these 
large gyms can make significant revenue with their add ons such as child care, 
supplements/smoothies, personal training, and other program offerings. 
 
At the end of the day, though, a large membership is key for this model while reducing the 
overhead cost of people. 
 
 
How Scalable, by Definition, is the model? 
 
If 10,000 people isn’t scalable, it’s hard to say what is. In today’s fitness landscape, large globo 
gyms aren’t building their model for one gym, they are building it in an attempt to scale it to 
numerous gyms. When they find the model that works well, they want to duplicate it with great 
real estate. 
 

Large Group Training and Its Tradeoffs 
 
Without becoming so granular that context is lost, group training will encompass several fitness 
business models. The main types of group fitness models discussed will be: 1) CrossFit, 2) 
Fairly Intense Group Fitness such as F45, Ritual and Orange Theory, 3) Boot Camps, 4) Yoga 
and Barre, 5) Zumba and dance-related models, 6) Spin, row houses, and other simple 
equipment models, 7) Other very large group fitness classes.  
 
For this section, only the large group training - in terms of clients served per class - will be 
discussed. The large group training models include 1) Zumba and large dance-styled training, 2) 
Large bootcamps, 3) Large group yoga 4) Spin and other equipment-based simple workout 
models 
 
While each of those unique models has their market differentiation, their pluses, and minuses, 
the models themselves still follow similar principles. Similar to each of these sections, let’s 
discuss those pluses and minuses in an organized fashion. 
 
 
Structure of the Model - how the service is delivered 
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Please keep in mind that all of these statements require a percentage of error into them. In the 
scenario where client size is mentioned, there may be a +/- to that. 
 
In a large group training business model, class sizes often range from 20-100 people depending 
on the popularity of both the model as well as the particular class time. A general theme for this 
model is the scalability of it where one instructor serves large numbers of people. 
 
The service looks like clients walking into the gym, finding a (small) place on the gym floor or on 
a piece of equipment such as a spin bike, warming up - often together - and then doing a pre-
built workout for the group. Typically the workout, because it’s designed to work well for large 
numbers of people, doesn’t require much scaling of exercises other than speeding up and 
slowing down or simply making movements/holds (holds in the case of yoga) easier. 
 
Additional products offered in most group gyms are merchandise - mainly shirts - and 
supplements - usually simple over the counter supplements. In large group gyms, particularly 
those that have very strong brands - think Soul Cycle at its peak - sell a significant amount of 
merchandise because they have brands that people want to associate with. There isn’t typically 
a bunch of other services such as nutrition counseling offered in large group gyms because it 
doesn’t scale as well. When other products are sold, they must be easily distributed to hundreds 
if not thousands of people, so they must be a bit watered down so that they don’t require 
detailed coaching 1:1. 
 
The workouts range from 30 minutes to 60 minutes in most cases 
 
 
Keys to think about in the model for the Business Owner 
 
In terms of financial components of a large group training model, a critical element is to 
maximize the dollars (or local currency) per square foot of the facility while maximizing the 
number of hours/day (each day of the week) that the gym is open. This is a major metric that 
successful franchises look like.  
 
A very important metric that large group gyms are focused on is how much revenue they earn - 
in one year - divided by the number of square feet their facility is. That’s often referred to as $/sq 
ft. It’s so critical because it determines how well/not a model will/won’t scale. If a spin studio, for 
example, has 3,000 sq feet of space (including locker rooms, the front desk area, etc…), if they 
earn $500,000 in one year, that would be $166.67/sq foot. Not bad, but certainly not creme de la 
creme. Fancy franchise models shoot for $1,000,000+ or more in annual revenue on facilities of 
approximately 3,000-5,000 sq ft, and that revenue number would go up as the facility size goes 
up. 
 
It will continue to be consistent that the $/sq foot metric is very important to all business models 
in the fitness space. Particularly in the large group training model, the more money a business 
owner can earn per each square foot is the catalyst for growth all things equal. 

22



 
For many franchises, $/sq ft is the outcome-based metric they want. It’s not about coaching, per 
se. Coaching is the input that helps deliver the outcome of $/sq ft. Coming from the OPEX CCP 
Course, CCP Coaches will immediately notice that some aggressive franchises care more about 
this than coaches’ longevity or clients' progress. Every business owner must decide for themself 
where their true priorities lie. 
 
Additional keys for the small(er) group model to think about are 1) complexity of the model - the 
more complex, the more the cost of education and coach/staff replacement. 2) simplicity of the 
model to the public - the more complex, the more marketing dollars must be spent. 3) the 
demographics of the market they want to open in. 4) length of time to break even and total 
scale/size that the initial facility can generate. 
 
In large group training, they put simplicity, strong brands, and energy at the forefront. Energy 
often means loud music, but in the yoga environment, it means zen. 
 
Of course, there are plenty of other things to think about, but the above list is perhaps more 
major than most gym owners think.  
 
 
Initial Investment for the Business Owner 
 
The cost structure very much weighs on these factors 
 

● Franchise or not - typically, franchises cost a lot more money because they are “done for 
you” models 

● Quality of the facility and location 
● Quality and amount of equipment 
● Staff and coaching needs upfront - the more bodies, the more expensive 
● Advertising and marketing costs to launch 

 
If a business owner opened up a 3,000 square foot facility that didn’t require any build-out (not 
likely), located in a hybrid use space (ie not high-end rent districts), unfranchised - perhaps they 
pick up a licensed/affiliated model, got equipment for 30 person classes max, didn’t hire any 
staff or coaches initially, and didn’t do any paid advertising, the initial cost may look like: 
 

● $40,000 if the equipment was financed 
● $95,000 if the equipment wasn’t financed 

 
As business owners go up the scale of quality, they lease a 3,000 sq foot facility that requires 
$70,000 of leasehold improvements (Tenant Improvements - TI), located in a middle of the road 
location, stayed unfranchised, got equipment for 40 people, hired three coaches/staff, did a 
small amount of paid advertising, their cost structure may look like: 
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● $65,000 if they financed the equipment and laid off the cost of the TI over the lifetime of 
their lease, ie they financed the TI 

● $200,000 if they paid down the equipment and paid for most/all of the TI 
 
The higher/highest end large group training gyms are facilities that are located in premium 
locations and are franchised. Perhaps the business owner stays in a 3,000 sq foot facility, but 
the franchise they lock into requires $50-$100,000 in TI, purchases custom equipment from the 
franchisor, hires six staff members, and pays for a significant amount of paid advertising to get 
launched, their cost structure may look like: 
 

● $200,000 to $600,000 - It’s a wide range because so much of it depends on the location, 
the equipment costs, the franchise fees, etc. Generally, the more successful and 
established franchises carry the highest fees because they can. 

 
 
Ongoing Costs for the Business Owner 
 
Similarly to the initial cost structure conversation, the more scaleable the model - i.e the more 
revenue that can be made per square foot of space - the more cost structure is acceptable for 
the business owner to take on each month. For example, if the business can earn $20,000 per 
month in revenue, it’s wildly inappropriate to require $40,000 in expenses. Often, large group 
training wants to grow to the point where they can earn approximately 30-50% profit margin on 
their facility - keep in mind this would include what the owner should make in 
salary/commission. 
 
Here is a chart of what a 35% profit margin looks like on different max revenue numbers 
(monthly). 
 
$20,000 in revenue = $13,000 in total expenses = $7,000 profit/month 
$40,000 in revenue = $26,000 in total expenses = $14,000 profit/month 
$60,000 in revenue = $39,000 in total expenses = $21,000 profit/month 
$80,000 in revenue = $52,000 in total expenses = $28,000 profit/month 
$100,000 in revenue = $65,000 in total expenses = $35,000 profit/month 
 
It’s important to think about the build-up to maximum revenue for most early business owners. 
Just because a gym can earn $80,000 doesn’t mean that it is earning $80,000. Imagine 
spending $52,000 per month in month one even if the business only brought in $5,000. That 
would be a $47,000 loss month one. How many months in a row is that even possible? That 
means that the cost structure will increase as revenue does. Most large group training gyms will 
make no profit margin initially which is okay, but they will earn more profit margin with each 
additional dollar of revenue that comes in because each client contributes what’s called 
contribution margin. By the time the gym reaches its facility capability of revenue, its profit 
margin should get to that 30-50%. 
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From a pure dollar amount of expenses, many large gyms fall into these ranges based on their 
facility, location, staff cost, and advertising. 
 
Size of Client Count Needed 
 
Similarly to the revenue vs expenses = profit margin conversation in the last sub-section, client 
counts are merely a portal to achieve maximum revenue. Group training, by nature, wants more 
clients in the gym. Perhaps they can’t fit anymore, and depending on the model this happens 
sooner/later - but all group training gyms want more clients because it equals more revenue. 
 
This also means that the bigger the facility, the more clients must fit into the gym. This is where 
many poorly run group gyms who aren’t franchised, made big mistakes. They leased 5,000 sq 
foot facilities and only have 100 people training in them. It may feel good to have all of that 
space, but the business owner is wasting cash. Perhaps, though, if somebody got a good deal 
on a facility, it may be okay. Generally, though, it’s not optimal. Many 3,000 sq foot facilities that 
are franchised can hold 400-800 people.  
 
The model demands that the business owner understands two key metrics to determine their 
client count: 
 

● How many people can fit into each class 
● How much space do they have for training 
● How much space does each client demand - this isn’t what the client wants, it’s 

what the model dictates and allows for 
● How many classes per week will the gym offer 

● How many hours does the owner want to be open 
● How much staff can they acquire to run those shifts 
● How much demand they have for all of that time 
● How long is each class 

● How many classes per week does the average client attend 
 
Based on those criteria, the business owner can determine the max capacity of people who can 
fit into their gym safely, comfortably, and effectively. The formula looks like: 
 
Total # of people per class X How many classes per week are there / Avg # of classes per 
client per week 
 
An example of this would be: 30 people per class fit into the training space X 60 classes offered 
per week / 3 classes per week for the average client = 600 client capacity. 
 
 
Price Point for Clients 
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Theoretically, large group classes should be able to build a local, or global, brand strongly 
enough to maintain a price point nicely higher than that of a globo gym.  
 
Some outstanding brands, namely Zumba or SoulCycle, created amazing brands that increased 
willingness to pay for clients. Soul Cycle, for example, was still able to charge $25+/class in 
many instances which for somebody who does 10 classes/month = $250 
 
In reality, however, based on competition of gyms, gyms that don’t market to or serve their 
clients consistently well, find their price points creeping below $100 for the average client. This 
point is discussed in-depth within the Small(er) group training model section 
 
There are more points, but they almost all come back to wasting $/sq foot and not earning 
enough margin to effectively grow and maintain the business for the long-run. 
 
General Retention Expectations 
 
Large group training would expect their retention to be higher than large globo gyms, as a 
percentage, but from our research, we’ve found that this is highly dependent on both the globo 
gym as well as the large group gym. To have a growable large group gym business that doesn’t 
turn over (lose) too many clients each month that it can’t acquire enough clients to cover the 
loss, though, requires the large group gym to retain at least 93% of their clients.  
 
Why 93%?  
 
It’s simple math. If a gym has 100 clients and they retain 93% of their clients each month, that 
means they will lose 55 of their 100 starting clients over the year. That yields a 14-month 
expected lifespan for each client who walks into the gym.  
 
Would it be incredibly helpful if that retention percentage moved higher than 93%? Absolutely. 
At 95%, the gym would lose 43 of their original 100 clients - 12 fewer clients lost than at 93% - 
but we see many large group gyms who have client lifespans of less than one year, so it’s not 
realistic for many of these gyms. 
 
If a gym expects to lose 55% of their client base each year, they must work very hard to acquire 
clients monthly. It can be done, but it requires a well thought out and very consistent marketing 
and sales plan to survive that retention percentage. 
 
General Marketing Tenets Used 
 
Historically, before strong franchises, the proliferation of the fitness business/marketing gurus, 
and social media/Google ads, the truth is that most larger fitness businesses didn’t do much of 
any marketing. They fully relied on word of mouth referrals.  
 

26



However, since approximately 2012, marketing has made its way significantly more into the 
digital world. Today, there are a few major ways that large gyms attract their clients: 
 

● Word of mouth 
● Referrals - make no mistake, this is and will always be huge 
● Reviews - clients believe the words of clients, so while this is a bit different than a 

direct referral, it falls into the same category of word of mouth 
● Web 

● SEO - gyms near me and similar search terms have become important digital 
ground for gyms to rank for so that people find them when they’re searching 
online 

● Google ads - while more sophisticated gyms yield new clients here, more and 
more normal gym owners are trying this to get clients to more easily find them on 
the web 

● Social Media 
● Organic (unpaid) posts, stories, tv/video, groups - this is a massive channel for 

gyms to build a small local following to project their brands. Often, this is more of 
a very top of mind awareness build play for gyms, a lot of gyms believe they will 
directly convert these eyeballs into buyers 

● Paid ads - there is a reason why Facebook/Instagram, LinkedIn, etc are making 
billions in revenue. Gym owners are spending a lot on these ads. Often these 
ads must be connected to a funnel of next steps + a strong sales process if gyms 
expect to close new clients 

● Events and Partnerships 
● Going to and Sponsoring events - this simply allows gyms to meet more people 

which is massively important to their ongoing success 
● Building local partnerships with like-minded and complementary businesses - 

coffee shops, athletic apparel stores, etc. Building great relationships builds 
cross-purpose funnels between both businesses 

● Conversations - this will be a major theme that OPEX sees as critically important for 
smaller gyms. Gym owners must build out strong and consistent new prospect 
conversations. A way to look at this is to consider how many new people you have 
spoken to this month. If the number is less than 50, it’s not enough! 

● Brand awareness from a global brand (for franchises and licenses) - this is a big reason 
why people pay franchise fees, it helps bring in free client leads because the global 
brand does the hard work of building initial awareness 

 
In the large group gym, generally, gym owners are pushing the hardest on the digital channels, 
plus global brand awareness if they belong to a franchise/license, plus groundswell of the idea ( 
e.g. Zumba and Soul Cycle crazes).  
 
 
How Does the Model Earn More Profit? 
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Just like the revenue above, this is challenging because each gym is so unique. Something very 
important to discuss, though, is that profit should grow for many years before it tops out. 
Monthly recurring revenue (MRR) businesses should see their revenue and subsequently their 
profits, continue to increase until they fill their gym, and keep it full for a few years. That allows 
them to maximize the price point for max revenue, sell products such as merchandise, such as 
t.shirts and supplements. 
 
Many large group gyms are working for a 30-50% operating margin as shown in the ongoing 
costs section. That means if the gym was earning $80,000 in revenue, it would want to earn 
between $24,000 and $40,000 per month. Again, this is as the gym is getting into the 
maximization area which is not right when the gym opens. Revenue must be built to overcome 
the baseline Selling, General, & Administrative (SG&A) expenses to get to break even, but once 
that break-even area is reached every new client that walks in adds to the profit margin until the 
maximization of revenue (a full facility at maximum willingness to pay pricing) occurs.  
 
 
How Scalable, by Definition, is the model? 
 
In terms of a brick and mortar, one store (only owning one gym), large group training facilities 
are proving to be rather scalable underneath franchise conditions - we do not mean that it must 
be a franchise, but we do mean that it must run extremely efficiently and consistently at higher 
price points and full capacity. 
 
Some large group gyms are operating at $500,000+ per year in revenue. If they maintain the 
30-50% margin on their gyms, that looks like $150,000 to $250,000 in profits to the business. 
For the gym owner who also works in the gym, they would make that profit, plus an annual 
salary/commission/bonus for their work.  
 

Small(er) Group Training and Its Tradeoffs 
 
For this group training section, only the smaller group training - in terms of clients served per 
class - will be discussed. The small(er) group training models looked at are 1) CrossFit, 2) fairly 
intense group fitness such as Orange Theory, F45, and Ritual, 3) Small(er) group yoga and 
barre, 4) Small(er) group boot camps 
 
While each of those unique models has their market differentiation, their pluses, and minuses, 
the models themselves still follow similar principles. Similar to each of these sections, let’s 
discuss those pluses and minuses in an organized fashion. 
 
 
Structure of the Model - including facility size, how the service is delivered 
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Please keep in mind that all of these statements require a percentage of error into them. In the 
scenario where client size is mentioned, there may be a +/- to that. 
 
In a small(er) group training business model, class sizes often range from 6-30 people. To 
further break that down, many gym owners consider how many clients one coach can properly 
handle depending on the complexity of the coaching demanded of the model. 
 
The service looks like clients walking into the gym, finding a place on the gym floor, warming up 
- often together - and then doing a pre-built workout for the group. There may be a scaling of 
exercises for different levels of clients, but some models don’t offer that. 
 
Additional products offered in most group gyms are merchandise - mainly shirts - and 
supplements - usually simple over the counter supplements. In the past 10 years, however, 
many small(er) group gyms now offer 6-12 week challenges, nutrition support, personal training 
(hybrid in this case), and paid/unpaid events.  
 
The workouts range from 20 minutes to 60 minutes in most cases 
 
 
Keys to think about in the model for the Business Owner 
 
In terms of the financial components of a group training model, a large key is to maximize the 
dollars (or local currency) per square foot of the facility. This is a major metric that successful 
franchises look like. If a facility is 2,000 sq feet and can only hold six people in a 60 min class, 
the math simply works itself out as to what the annual revenue in that facility can be. If a facility 
earns $100,000 in that 2,000 sq foot facility, that would be $5/ft. In the franchise world, that is no 
good. Many franchises want their owners to get to $1,000,000 in revenue in that 2,000 sq foot 
facility. It isn't easy to do but that metric is key for financial success. 
 
Additional keys for the small(er) group model to think about are 1) complexity of the model - the 
more complex, the more the cost of education and coach/staff replacement. 2) simplicity of the 
model to the public - the more complex, the more marketing dollars must be spent. 3) the 
demographics of the market they want to open in. 4) length of time to break even and total 
scale/size that the initial facility can generate 
 
Of course, there are plenty of other things to think about, but the above list is perhaps more 
major than most gym owners think.  
 
 
Initial Investment for the Business Owner 
 
The cost structure very much weighs on these factors: 
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● Franchise or not - typically, franchises cost a lot more money because they are done for 
you models 

● Quality of the facility and location 
● Quality and amount of equipment 
● Staff and coaching needs upfront - the more bodies, the more expensive 
● Advertising and marketing costs to launch 

 
If a business owner opened up a 2,000 square foot facility that didn’t require any build-out (not 
likely), located in a hybrid use space (ie not high-end rent districts), unfranchised - perhaps they 
pick up a licensed/affiliated model, got equipment for eight-person classes max, didn’t hire any 
staff or coaches initially, and didn’t do any paid advertising, the initial cost may look like: 
 

● $15,000 if the equipment was financed 
● $50,000 if the equipment wasn’t financed 

 
The classic CrossFit Gym is a good example of this, as it doesn't cost an arm and a leg to open 
up a legitimate business. 
 
As business owners go up the scale of quality, they lease a 2,000 sq foot facility that requires 
$40,000 of leasehold improvements (Tenant Improvements - TI), located in a middle of the road 
location, stayed unfranchised, got equipment for 10 people, hired two coaches/staff, did a small 
amount of paid advertising, their cost structure may look like: 
 

● $25,000 if they financed the equipment and laid off the cost of the TI over the lifetime of 
their lease, ie they financed the TI 

● $125,000 if they paid down the equipment and paid for most/all of the TI 
 
The higher/highest end small(er) group training gyms are facilities that are located in premium 
locations and are franchised. Perhaps the business owner stays in a 2,000 sq foot facility, but 
the franchise they lock into requires $50-$100,000 in TI, the purchase of custom equipment 
from the franchisor, the hiring of six staff members, and a significant amount of paid advertising 
to get launched. If this were so, their cost structure may look like 
 

● $200,000 to $600,000 - It’s a wide range because so much of it depends on the location, 
the equipment costs, the franchise fees, etc. Generally, the more successful and 
established franchises carry the highest fees because they can. 

 
 
Ongoing Costs for the Business Owner 
 
Similarly to the initial cost structure conversation, the more scaleable the model - i.e the more 
revenue that can be made per square foot of space - the more cost structure is acceptable for 
the business owner to take on each month. For example, if the business can earn $20,000 per 
month in revenue, it’s wildly inappropriate to require $40,000 in expenses. Often, small(er) 
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group training wants to grow to the point where they can earn approximately 25-40% profit 
margin on their facility. Keep in mind this would include what the owner should make in 
salary/commission. 
 
Here is a chart of what 30% profit margin looks like on different max revenue numbers (monthly) 
 
$20,000 in revenue = $14,000 in total expenses = $6,000 profit/month 
$40,000 in revenue = $28,000 in total expenses = $12,000 profit/month 
$60,000 in revenue = $42,000 in total expenses = $18,000 profit/month 
$80,000 in revenue = $56,000 in total expenses = $24,000 profit/month 
$100,000 in revenue = $70,000 in total expenses = $30,000 profit/month 
 
It’s important to think about the build-up to maximum revenue for most early business owners. 
Just because a gym can earn $80,000 doesn’t mean that it is earning $80,000. Imagine 
spending $56,000 per month in month one even if the business only brought in $5,000. That 
would be a $51,000 loss month one. How many months in a row is that even possible? That 
means that the cost structure will increase as revenue does. Most small(er) group training gyms 
will make no profit margin initially which is okay, but they will earn more profit margin with each 
additional dollar of revenue that comes in because each client contributes what’s called 
contribution margin. By the time the gym reaches its facility capability of revenue, its profit 
margin should get to that 25-40%. 
 
From a pure dollar amount of expenses, many small(er) gyms fall into these ranges based on 
their facility, location, staff cost, and advertising. 
 
 
Size of Client Count Needed 
 
Similarly to the revenue vs expenses = profit margin conversation in the last sub-section, client 
counts are merely a portal to achieve maximum revenue. Group training, by nature, wants more 
clients in the gym. Perhaps they can’t fit anymore, and depending on the model this happens 
sooner/later - but all group training gyms want more clients because it equals more revenue. 
 
This also means that the bigger the facility, the more clients must fit into the gym. This is where 
many poorly run group gyms who aren’t franchised, make big mistakes. They lease 5,000 sq 
foot facilities and only have 100 people training in them. It may feel good to have all of that 
space, but the business owner is wasting cash. That said, if somebody got an amazing deal on 
a facility, perhaps it’s okay. Generally, though, it’s not optimal. Many 2,000 sq foot facilities 
which are franchised can hold 300-400 people. CrossFits of corresponding size may be able to 
hold 80-120 clients because of the space needed per client - barbells aren’t free in that they 
take up a lot of room which lowers $/sq foot.  
 
The model demands that the business owner understands two key metrics to determine their 
client count: 
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● How many people can fit into each class 

● How much space do they have for training 
● How much space does each client demand - this isn’t what the client wants, it’s 

what the model dictates and allows for 
● How many classes per week will the gym offer 

● How many hours does the owner want to be open 
● how much staff can they acquire to run those shifts 
● how much demand they have for all of that time 
● How long is each class 

● How many classes per week does the average client attend 
 
Based on those criteria, the business owner can determine the max capacity of people who can 
fit into their gym safely, comfortably, and effectively. The formula looks like: 
 
Total # of people per class X How many classes per week are there / Avg # of classes per 
client per week 
 
An example of this would be: 10 people per class fit into the training space X 60 classes offered 
per week / 3 classes per week for the average client = 200 client capacity. 
 
 
Price Point for Clients 
 
Theoretically, small(er) group classes are at a small enough capacity where they should be able 
to build a local, or global brand strong enough to maintain a price point higher than that of a 
globo gym or a very large group training facility. In reality, based on competition, gyms that don’t 
market or serve their clients consistently well, will find their price points creeping to the low 
$100’s and sometimes under $100/month for the average client. This is brutal for a few reasons: 
 
Firstly, going back to the client capacity number, if a gym can serve 200 clients over 60 classes 
per week, if they earn $100 per client, that is $20,000 per month in revenue. If they can earn 
$200 per client, that is $40,000 for no additional work, space, resources (other than potentially 
more marketing to increase willingness to pay).  
 
Secondly, based on the above point on capacity, that simply doesn’t provide a model that scales 
well. It would almost be inevitable that the business owner would need to supplement with 
multiple other business lines to make more revenue when, in reality, the base business model 
isn’t strong enough. When there isn’t enough margin, it makes it infinitely harder to find and 
keep good coaches, and it also makes it harder to scale up faster because the gym cannot 
spend as much money to acquire clients effectively.  
 
There are more points, but they almost all come back to wasting $/sq foot and not earning 
enough margin to effectively grow and maintain the business for the long-run. 
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General Retention Expectations 
 
Small(er) group training would expect their retention to be higher than large globo gyms, as a 
percentage, but from our research, we’ve found that this is highly dependent on both the globo 
gym as well as the small(er) group gym. To have a growable small(er) group gym business that 
doesn’t turn over (lose) too many clients each month that it can’t acquire enough clients in to 
cover the loss, though, requires the small(er) group gym to retain at least 93% of their clients.  
 
Why 93%?  
 
It’s simple math. If a gym has 100 clients and they retain 93% of their clients each month, that 
means they will lose 55 of their 100 starting clients over a year. It yields a 14-month expected 
lifespan for each client who walks into the gym.  
 
Would it be incredibly helpful if that retention percentage moved higher than 93%? Absolutely. 
At 95%, the gym would lose 43 of their original 100 clients - 12 fewer clients lost than at 93% - 
but we see many small(er) group gyms who have client lifespans of less than one year, so it’s 
not realistic for many of these gyms. 
 
If a gym expects to lose 55% of their client base each year, they must work very hard to acquire 
clients monthly. It can be done, but it requires a well thought out and very consistent marketing 
and sales plan to survive that retention percentage. 
 

 
 
 
General Marketing Tenets Used 
 
Historically, before strong franchises, the proliferation of the fitness business/marketing gurus, 
and social media/Google ads, the truth is that most small(er) fitness businesses didn’t do much 
of any marketing. They fully relied on word of mouth referrals.  
 
However, since approximately 2012, marketing has made its way significantly more into the 
digital world. Today, there are a few major ways that small(er) gyms attract their clients: 
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● Word of mouth 
● Referrals - make no mistake, this is and will always be huge 
● Reviews - clients believe the words of clients, so while this is a bit different than a 

direct referral, it falls into the same category of word of mouth 
● Web 

● SEO - “gyms near me” and similar search terms have become very important 
digital “ground” for gyms to rank for so that people find them when they’re 
searching online 

● Google ads - while more sophisticated gyms yield new clients here, more and 
more normal gym owners are trying this to get clients to more easily find them on 
the web 

● Social Media 
● Organic (unpaid) posts, stories, tv/video, groups - this is a massive channel for 

gyms to build a small local following to project their brands. Often, this is more of 
a very top of mind awareness build play for gyms, a lot of gyms believe they will 
directly convert these eyeballs into buyers 

● Paid ads - there is a reason why Facebook/Instagram, LinkedIn, etc are making 
billions in revenue. Gym owners are spending a lot on these ads. Often these 
ads must be connected to a funnel of next steps + a strong sales process if gyms 
expect to close new clients 

● Events and Partnerships 
● Going to and Sponsoring events - this simply allows gyms to meet more people 

which is massively important to their ongoing success 
● Building local partnerships with like-minded and complementary businesses - 

coffee shops, athletic apparel stores, for example. Building great relationships 
builds cross-purpose funnels between both businesses 

● Conversations - this will be a major theme that OPEX sees as critically important for 
smaller gyms. Gym owners must build out strong and consistent new prospect 
conversations. Consider how many new people you have spoken to this month. If the 
number is less than 50, it’s not enough! 

● Brand awareness from a global brand (for franchises and licenses) - this is a big reason 
why people pay franchise fees, it helps bring in free client leads because the global 
brand does the hard work of building initial awareness 

 
In the small(er) group gym, generally speaking, gym owners are pushing the hardest on the 
digital channels, missing out on the conversation/review channels, and they have weak 
websites. This is a big reason why franchises, while expenses, are often more financially 
successful. Those franchises have fairly proven models of client acquisition through digital 
channels so the business owner doesn’t have to do as many different things. 
 
 
How Does the Model Earn More Profit? 
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Just like revenue above, this is challenging because each gym is so unique. Something very 
important to discuss, though, is that profit should grow for many years before it tops out. Often 
small(er) group gyms figure out how to get to 70-100 clients or 175-200 clients and then seem 
to peter out because they can’t retain their clients well. Monthly recurring revenue (MRR) 
businesses should see their revenue and subsequently their profits, continue to increase until 
they fill their gym, and keep it full for a few years. That allows them to maximize the price point 
for max revenue, sell products such as merchandise and supplements. 
 
Many small(er) group gyms are working for a 25-40% operating margin as shown in the ongoing 
costs section. That means if the gym was earning $40,000 in revenue, it would want to earn 
between $10,000 and $16,000 per month. Again, this is as the gym is getting into the 
maximization area which is not right when the gym opens. Revenue must be built to overcome 
the baseline Selling, General, & Administrative (SG&A) expenses to get to break even, but once 
that break-even area is reached each new client that walks in adds to the profit margin until the 
maximization of revenue (a full facility at maximum willingness to pay pricing) occurs.  
 
 
How Scalable, by Definition, is the model? 
 
In terms of a brick and mortar, one store (only owning one gym), small(er) group training 
facilities are proving to be rather scalable underneath franchise conditions. We do not mean that 
it must be a franchise, but we do mean that it must run extremely efficiently and consistently at 
higher price points and full capacity. 
 
Some small(er) group gyms are operating at $500,000+ per year in revenue. If they maintain the 
25-40% margin on their gyms, that looks like $125,000 to $200,000 in profits to the business. 
For the gym owner who also works in the gym, they would make that profit, plus an annual 
salary/commission/bonus for their work. This is an important note, for a business to be strong, it 
must pay all of its employees for their work. The owner should earn a profit, but if they do daily 
work, they should also earn a salary/commission. Many small(er) group gyms have owners that 
make $2,000/month in profit but they do not also earn a salary, so they are just making $2,000 
in salary while the business isn’t profitable. If that scenario sustains itself, that business is not 
scalable at all and carries a zero dollar valuation on it should the owner want to sell at some 
point. 
 

Personal Training and Its Tradeoffs 
 
Personal training requires some context for there to be a quality discussion around it. For this 
discussion, personal training will be delivered inside of a micro gym. Without question, it’s 
delivered in a huge way in large scale globo gyms, but the purpose of this course isn’t designed 
to teach a coach/owner how to open a Lifetime Fitness. If the conversation is about personal 
training within a micro gym facility - aka personal training gym or personal training studio, there 
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are clear tradeoffs a coach/owner must think through. The upsides of a personal training model 
include: 
 

● Higher retention rates, generally speaking (not always) compared with group training 
which = higher client lifetime values.  

● Higher monthly spend per client due to per-session fees which leads to requiring fewer 
clients to make the same revenue. 

● Less drama in the gym than in large scale group or globo training gyms 
 
The downsides of a personal training model are: 
(NB: the assumption will be made that the coach designs each of their client’s programs as 
compared to winging sessions day in and day out. The assumption will also be made that the 
coach spends time designing each client’s nutrition and lifestyle too. That is important to think 
about because it requires more time from the coach). 
 

● It’s less scalable than group training or platforms such as Peloton 
● It requires work for each client - while similar to the above, this is intended to be more 

about the work required and the programming required to give every client a great 
experience. Some coaches simply don’t want to do that work 

● It’s less fun than group training 
● It directly trades time for money - to make money, coaches must spend time with each 

client on the floor. That’s the entire value proposition  
 
It’s important to balance these up and down sides before deciding what the best model to run is. 
 
 
Structure of the Model - how the service is delivered 
 
Please keep in mind that all of these statements require factoring in a percentage of error. In the 
scenario where client size is mentioned, there may be a +/- to that. 
 
In a personal training business model, training time sizes often range from 1-4 people on the 
floor with a personal trainer for each client. 
 
Traditional personal training is generally broken into a 30 or 60-minute training session where all 
of the warm-up, cool down and training takes place in that window. Some personal trainers will 
have their clients warm-up before their session starting, it just depends on the system. The 
client walks in, gets changed, walks out to the floor, and the personal trainer takes full control of 
the session at that point - it’s all about accountability and babysitting. The whole session sees 
the trainer counting reps and sets, putting weights on and taking them off, and conversing with 
the client the whole way.  
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Additional products offered in most personal training gyms are merchandise, (mainly t.shirts) 
and some very simple supplements.  
 
 
Keys to think about in the model for the Business Owner 
 
In terms of the financial components of a personal training model, a large key is to maximize the 
client’s willingness to pay per session as well as the retention rate of each coach and the gym. 
 
Certainly, other metrics are beneficial, but willingness to pay, plus retention have proven the 
most important with personal trainers because they require fewer total clients per coach than do 
other models.  
 
Additional keys for personal trainers to think about are 1) Number of request a consults per 
month 2) How much does it cost to acquire each new client and within that how many referrals 
are they getting as a percentage of their existing client base, 3) How good is the service. 
 
Of course, there are plenty of other things to think about, but the above list is perhaps more 
major than most gym owners think.  
 
 
Initial Investment for the Business Owner 
 
A personal training gym runs similarly, initial investment-wise, to an even smaller version of a 
small(er) group gym in that the size of the facility is likely slightly smaller, and the equipment 
needed is likely to require fewer pieces of the same piece of equipment but also be more 
diverse. 
 
If a business owner opened up a 1,000 square foot facility that didn’t require any build-out (not 
likely), located in a hybrid use space (ie not high-end rent districts), got equipment for four 
people to be on the floor at the same time max, didn’t hire any staff or coaches initially, and 
didn’t do any paid advertising, the initial cost may look like: 
 

● $15,000 if the equipment was financed 
● $50,000 if the equipment wasn’t financed 

 
This is a big positive tradeoff for people, it didn’t cost an arm and a leg to open up a legitimate 
business. 
 
As business owners go up the scale of quality, they lease a 1,000 sq foot facility that requires 
$40,000 of leasehold improvements (Tenant Improvements - TI), located in a middle of the road 
location, got nicer equipment for four clients on the floor (with four trainers), hired two 
trainers/staff, did a small amount of paid advertising, their cost structure may look like: 
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● $25,000 if they financed the equipment and laid off the cost of the TI over the lifetime of 
their lease, ie they financed the TI 

● $100,000 if they paid down the equipment and paid for most/all of the TI 
 
In the scenario where a personal training gym wants to go into a high rent district, it’s possible to 
do so but the owner would have to do a significant market analysis to know that the market will 
pay them well. If a 1,000 sq ft facility is going to cost $15,000/month, that means revenue per 
client likely needs to be high $500+ at a minimum to sustain it - at two sessions per week on 
average per client, or eight sessions per month, that’s $62.50/hour (not a ton). Client revenue 
could be lower, but that would take a hit to margins because it’s likely that at 1,500 sq ft that the 
top client count is likely 90. The math on 90 clients at $500/client would be $45,000. That means 
that rent, even at 90 clients, would be above 25% of revenue. That is very challenging to 
stomach as a business owner. It’s also very difficult to have enough cash to stomach getting up 
to 90 clients with that cost structure each month. 
 
OPEX would much prefer to see personal training gym owners in the $2-$6k/month range in 
rent. In major cities such as New York, it can work in the $10k range, but the gym owner must 
build each client into the $700+ range with higher hourly session prices 
 
 
Ongoing Costs for the Business Owner 
 
Often, personal trainers want to grow to the point where they can earn approximately 20-30% 
profit margin on their facility - keep in mind this would include what the owner should make in 
salary/coaching commission, i.e the coach would earn a coaching commission which would get 
paid to the coach and look like a coaching COGS (expense) to the company. That means that 
profit would be in addition to that coaching commission amount. 
 
Here is a chart of what 30% profit margin looks like on different max revenue numbers 
(monthly). 
 
$10,000 in revenue = $7,000 in total expenses = $3,000 profit/month 
$20,000 in revenue = $14,000 in total expenses = $6,000 profit/month 
$30,000 in revenue = $21,000 in total expenses = $9,000 profit/month 
$40,000 in revenue = $28,000 in total expenses = $12,000 profit/month 
$50,000 in revenue = $35,000 in total expenses = $15,000 profit/month 
 
It’s important to think about the build-up to maximum revenue for most early business owners. 
Just because a gym can earn $50,000 doesn’t mean that it is earning $50,000. Imagine 
spending $35,000 per month in month one even if the business only brought in $5,000. That 
would be a $30,000 loss month one. How many months in a row is that even possible? 
(Something to remember with this cost structure is that it assumes that coaches are paid a 
percentage of their personal training revenue, so the cost structure grows as revenue does. It is 
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a protectionary structure helpful to an OPEX Gym, a remote coaching system, and personal 
trainers). 
 
That means that the cost structure will increase as revenue does. Most personal trainers will 
make no profit margin initially which is okay, but they will earn more profit margin with each 
additional dollar of revenue that comes in because each client contributes what’s called 
contribution margin. By the time the gym reaches its facility capability of revenue, its profit 
margin should get to that 20-30%. (The assumption is that the personal trainer earns 50% of 
their client revenue). 
 
From a pure dollar amount of expenses, many personal training gyms fall into these ranges 
based on their facility, location, staff cost, and advertising 
 
 
Size of Client Count Needed 
 
Personal training gym owners, like most all other business owners, want to increase the number 
of clients they have because each additional client brings on contribution margin, plus profit 
margin to their bottom lines, but personal trainer trade time for dollars directly, so their big play 
is to increase what each client pays them per hourly session.  
 
As the client count goes up, it demands more coaches, and after a while, it may require the 
owner to pay more rent so, it’s important to map out where each owner’s sweet spot of success 
is, based not just on the client number but also on how much they are making in profit, plus how 
much work they are doing to make that profit. 
 
The model demands that the business owner understands three key metrics to determine their 
client count: 
 

● How many people can each coach effectively coach 
● How long is the coach with the client on the floor each week 
● How long does it take the coach to program for each client each week 
● How long does it take the coach to reply to comments/messages each month for 

each client 
● How long does a client consult take for each client each month 
● How long does it take to plan training etc for each client each month 

● How many referrals will they get as a % of their existing client count 
● How many new clients will come in from the funnel for that coach on an ongoing monthly 

basis 
 
 
It’s important to note that this formula is two-sided in that if the personal trainer has 10 clients, 
that requires both the number of sessions per month - figure 2 60-min sessions per week X 10 
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clients X 4.2 weeks per month = 84 hours/month - or 20 hours per week - just on the training 
floor.  
 
If that coach takes 30 minutes to write their PT client’s weekly program, if they do a 30-minute 
monthly consult, if they take 15 minutes to communicate with their client per month - they’ll do it 
during the sessions mainly - if they spend 15 minutes per month planning 
training/nutrition/lifestyle it means: 
 
115 hours per month coaching those 10 people or 27.4 hours per week. Divided by those 10 
clients, that is 2.74 hours per week per client. 
 
 
In terms of cash to the coach, if each session was priced at $62.50/hour (same as the earlier 
section example), each client would bring in approximately $525 to the gym. At 50% to the 
coach, each client would bring in $262.50. With 10 clients, that is $2,625/month for a 27.4 hour 
per week job. That breaks down to approximately $23/hr to the personal trainer 
 
Imagine the scenario where the coach’s inputs changed to: 
 

● $75/session price point for each hour of PT 
● 15 clients 
● Same 50% coaching percentage 
● 15 minutes to program each week 
● No consult - you do it throughout the sessions (not saying this is better, but it is 

common) 
● 15 minutes to comment and message clients 
● 15 minutes to plan for each client 

 
This now looks like: 
 
35.5 hours per week that the trainer is working on and off of the floor 
2.4 hours per week per client 
$630 in revenue per client which equates to $315 to the trainer for each client 
$9,450 to the gym in revenue on those 15 clients and $4,725 to the trainer - and also gross 
margin to the gym owner - which equates to $31.66 per hour 
 
 
The price point moving to $75, plus the consult and programming time dropping were the levers 
that the trainer/owner pulled to improve the revenue per hour to the coach. Of course, because 
there were also more clients in this example, it brought in more revenue to the gym and the 
trainer. 
 
Now, this brings up an interesting conundrum that most successful personal trainers face at 
some point - how many hours are you willing to work per week to make more money? 
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15 clients doing two sessions per week was almost 36 hours per week. Does it make sense to 
just keep increasing? This is truly a question of priorities. Many trainers move up to 40 hours per 
week (or more) just on the floor with their clients in sessions. This is the perfect example of the 
tradeoff of personal training on coaches and the owner. It’s built on time for money. 
 
 
 
Price Point for Clients 
 
While everything must take into account the cost structure of the business, personal training is 
very hard to get excited to do for a trainer who is earning $15 or less per session. It’s a lot of 
work, standing, conversing, etc for a wage that isn’t livable in most cities. (Remember that 
$15/hour doesn’t cover time spent off of the floor, and it’s likely not realistic for that personal 
trainer to train people eight hours per day, five days per week.  
 
If the micro gym pays 50% to the coach and they want their coaches to make $20+/hour - 
knowing they are still likely not going to get to 40+ hours/week of sessions - that means that the 
absolute minimum price per hour should be approximately $50/hr as shown in the math above. 
In reality, though, in every city that can afford it - there are some which cannot - OPEX would 
love to see personal trainers at the $75+/hr mark. In the bigger cities with higher fixed costs of 
rent etc., that hourly amount must climb.  
 
 
General Retention Expectations 
 
 
Personal trainers shouldn’t necessarily expect their retention to be higher than other models, as 
a percentage. Yes, if done well, personal training should have higher retention vs group training 
due to better and closer relationships built. However, there have been too many personal trainer 
stories saying their retention was weaker than group training that OPEX is no longer convinced. 
What retains people is the quality of the ongoing personal training sessions. To make personal 
training successful, the gym must retain 95+%. 
 
Why 95%?  
 
It’s simple math. If a personal training gym has 100 clients and they retain 95% of their clients 
each month, that means they will lose 43 of their 100 starting clients over the year. It yields a 
20-month expected lifespan for each client who walks into the gym.  
 
Would it be incredibly helpful if that retention percentage moved higher than 95%? Absolutely. 
At 97%, the gym would lose 28 of their original 100 clients - 15 fewer clients lost than at 95% - 
but we see many remote coaches who have client lifespans of less than one year, so it’s not 
realistic for many of these coaches. 
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If a gym expects to lose 43% of their client base each year, they must work very hard to acquire 
clients monthly. It can be done, but it requires a well thought out and very consistent marketing 
and sales plan to survive that retention percentage. 
 

 
 
 
General Marketing Tenets Used 
 
Personal trainers initially build the most traction by going in to out. That means that they begin 
with who they know and slowly grow out from there. Word of mouth, referrals, and 
conversations are critical to getting a personal training gym off the ground.  
 
There are a few major ways that personal trainers attract their clients: 
 

● Word of mouth 
● Referrals - make no mistake, this is and will always be huge 
● Reviews - clients believe the words of clients, so while this is a bit different than a 

direct referral, it falls into the same category of word of mouth 
● Conversations from coaches, owners, and clients that lead to opportunities for 

gym owners who are organized on the sales side 
● Web 

● SEO -  
● “Personal Trainers near me” is a very powerful search phrase  
● “gyms near me” and similar search terms have become very important 

digital “ground” for gyms to rank for so that people find them when they’re 
searching online 

● Google ads - while more sophisticated gyms yield new clients here, more and 
more normal gym owners are trying this to get clients to more easily find them on 
the web 

● Social Media 
● Organic (unpaid) posts, stories, tv/video, groups - this is a massive channel for 

gyms to build a small local following to project their brands. Often, this is more of 
a very top of mind awareness build play for gyms, a lot of gyms believe they will 
directly convert these eyeballs into buyers 
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● Paid ads - there is a reason why Facebook/Instagram, LinkedIn, etc are making 
billions in revenue. Gym owners are spending a lot on these ads. Often these 
ads must be connected to a funnel of next steps + a strong sales process if gyms 
expect to close new clients 

● Events and Partnerships 
● Going to and Sponsoring events - this simply allows gyms to meet more people 

which is massively important to their ongoing success 
● Building local partnerships with like-minded and complementary businesses - 

coffee shops, athletic apparel stores, etc. building great relationships builds 
cross-purpose funnels between both businesses 

● Conversations - this will be a major theme that OPEX sees as critically important for 
smaller gyms. Gym owners must build out strong and consistent new prospect 
conversations. A way to look at this is “how many new people have you spoken to this 
month” If the number is less than 50, it’s not enough! 

 
 
How Does the Model Earn More Profit? 
 
Personal trainers often run a tricky payment model. Clients often buy packages of personal 
training sessions anywhere from one to 20 at a time. Many personal trainers that OPEX has 
spoken to have wished they were on an MRR structure for their businesses. Without going 
deeply into it, OPEX highly recommends selling monthly PT packages that auto-renew monthly. 
It can be sold to be based on how many sessions the client will use weekly - let’s say 2 per 
week - which would turn into 9/month. If the client is going on vacation or a work trip, the trainer 
sets them up to hit 3 sessions in 1-2 other weeks during the month to hit that 9 session mark. It 
isn’t perfect, but it allows the trainer to set the expectation as well as set the client’s credit card 
to run each month without having to sell the client month by month. 
 
 
Personal trainers should see their revenue and subsequently their profits, continue to increase 
until they don’t have enough coaches to support their client demand. As in other brick and 
mortar gym models, there is facility constraint, so once the clients have maxed out the space of 
the facility, the owner either works prices higher or looks for a new space (or both!).  
 
Many personal training gym owners work for a 20-30% operating margin. That means if the gym 
was earning $30,000 in revenue, it would want to earn between $6,000 and $9,000 per month. 
Again, this is as the business that is getting into the maximization area which is not right when 
the business opens. Revenue must be built to overcome the baseline Selling, General, & 
Administrative (SG&A) expenses to get to break even, but once that break-even area is reached 
each new client that walks in adds to the profit margin until the maximization of revenue (a full 
facility at maximum willingness to pay pricing) occurs.  
 
 
How Scalable, by Definition, is the model? 
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Personal trainers who earn $125/hr and are willing to work a lot of hours - let’s say 50 
sessions/week - would earn approximately $26,000 in client revenue. It doesn’t matter how 
many clients that is, it’s just sessions. Theoretically, the personal trainer would want fewer 
clients to make up those 50 sessions per week because the trainer would have less 
programming to do, fewer consults, etc. If a personal training gym had four coaches doing that 
much volume, the gym would earn a bit over $100,000/month in revenue. That is big. It’s also 
uncommon. 
 
Many personal training studios have two-four trainers who may do 20-30 sessions per week 
with an hourly rate of between $50-$85/hour. In the three trainers, 25 sessions per week at 
$70/session example, that is $22,050 in monthly revenue. Huge difference vs the first example.  
 
Personal training gyms are not very scalable for a few important reasons: 
 

● It’s hard to find great personal trainers who love to personal train and who want to do it 
for 10+ years 

● The model trades time for dollars which is always challenging to grow long-term within 
 
To scale as best as possible requires higher price points, more clients, and if the owner wants to 
make more money additionally they need a lower cost structure. The two biggest levers to pull 
are rent and coaching. This is where it always gets challenging and why OPEX likes its model. 
OPEX Gyms allow for more scalability and longevity in the coaches while still earning similar 
margins. An OPEX Gym allows for some personal training as well which can push monthly 
prices higher if needed without burning the coach/trainer out on too many floor hours 
 
Additionally to owner profits, most personal training gym owners work in the traditional 
coach/owner capacity where they also coach clients. In the second example of this section, If 
the owner coached 25 (of the 75) sessions each week, they’d earn an additional $44,100 in 
coaching commissions annually. 
 

Remote Coaching and Its Tradeoffs 
 
This model is very different from the traditional, or not so traditional, brick, and mortar fitness 
business models out there. As both fitness/health and technology have lowered the barrier of 
connection between coaches and clients, remote coaching has taken tremendous strides 
forward. It doesn’t hurt, either, that OPEX has worked with many thousands of coaches to teach 
them how to program and coach people 1:1 which is where the traditional remote coaching 
model has come from.  
 
What the market is witnessing now is the first generation of platforms coming onto the market 
that make “remote coaching” into a potentially highly scalable business model for either tangible 
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products or monthly recurring revenue subscription services with upsells to 1:1 coaching, 
nutrition, etc. Think Mirror, Peloton, Tonal, etc. 
 
For this course and discussion, we’ll remain in the 1:1 remote coaching model as that has more 
relevance to building an ownable business. Unfortunately, most coaches don’t have the capital 
or technology infrastructure to build something such as Peloton nor do they want to play in that 
model. 
 
Structure of the Model - how the service is delivered 
 
Please keep in mind that all of these statements require a percentage of error into them. In the 
scenario where client size is mentioned, there may be a +/- to that. 
 
The structure for a remote coaching model, in the context of this discussion, is that a coach fully 
coaches - outside of seeing them in person each day - a person 1:1 utilizing some combination 
of fitness technologies to program for them, manage their nutrition, plan their program, give 
them lifestyle prescriptions, bill them, and run the rest of their operations and marketing from. 
 
The service looks like a client finding this coach online, through a myriad of different potential 
ways, signing up for a consult (it’s possible to sign up right away which we’d always encourage 
somebody to allow), then converting into a longer-term coaching contract where the coach 
designs their fitness, nutrition, and lifestyle and communicating with that client monthly through 
a video consult while commenting and messaging the client multiple times per week. 
 
There are not usually additional products sold as part of this model though some remote 
coaching business owners will offer templated training, merchandise, etc to try to bolster 
revenue and their brand. 
 
The workouts depend entirely on the client’s needs and the coach can tailor everything for them. 
 
 
Keys to think about in the model for the Business Owner 
 
In terms of financial components of a remote coaching model, a critical element is to maximize 
retention and the prices that clients are willing to pay. Certainly, other metrics are beneficial, but 
willingness to pay, plus retention have proven the most important with the remote coaching 
models OPEX has advised and owned.  
 
Additional keys for the remote coaching model to think about are 1) how low can a remote 
coach maintain their SG&A cost structure, 2) How much does it cost to acquire each new client 
and within that how many referrals are they getting as a percentage of their existing client base, 
3) How easy is it for their clients to onboard, receive training, communicate with coaches, etc. 4) 
How good is the service, and are people willing to pay more after each contract they sign. 
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Of course, there are plenty of other things to think about, but the above list is perhaps more 
major than most gym owners think.  
 
 
Initial Investment for the Business Owner 
 
To discuss this, the model discussed will be one that most coaches find themselves attempting 
to build out. That model is where they open their doors where they do all of the work, they don’t 
have a team around them or multiple coaches, they aren’t spending big for advertising, and they 
are using very simple and inexpensive systems to run their business 
 
Also, two major points that remote coach model enthusiasts like are that the owner doesn’t 
require additional cost in rent, and they also don’t have to buy equipment if they choose not to 
have it. Because rent can cost upwards of 25% margin depending on the model and because 
equipment can also cost many thousands of dollars, removing those costs is very appealing to 
many 
 
With that in mind, opening a remote coaching business often only includes these costs: 
 

● LLC formation 
● Any legal fees if there is a partnership which there often isn’t 
● Systems - TrueCoach to program and manage client communications, Pike13 (or 

something similar) for billing, a very simple CRM system such as mailchimp, a video 
conference room such as Zoom, an appointment booking like such as Calendly or 
Acuity, google Gsuite, and perhaps the cost of internet and a cell phone plan which 
could be personal plans already in use. 

 
Something easy to notice with the above points is that they are very inexpensive. Many times 
the cost to say somebody is a professional remote coach is less than $5,000.  
 
The tradeoff with such a low-cost structure is that usually, the willingness to pay from each client 
is lower than if the same service also included on-site coaching/training, and there is no physical 
look or brand of the company. All of that must be created out of thin air, the web, and social 
media telling the stories of the company, coach(es), and clients on board.  
 
Ongoing Costs for the Business Owner 
 
Similarly to the initial cost structure, the ongoing cost structure for remote coaching is low 
because rent, equipment, and employees such as front desk employees, etc aren’t required. 
 
The big question, however, is - does this remote coaching company intend to scale into 
more than one coach and do they intend to scale to more than 5 coaches? 
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The reason that question is so important is that the cost structure increases with each additional 
coach that comes on. Here’s why: 
 
When additional coach #1 signs up, they should make a percentage of the revenue that each 
client pays to the company. This means each client is worth less to the owner, who originally 
was the owner and the coach so they technically earned 100% of the revenue as gross margin 
on each client. The good thing, though, is that after coach #1 signs on additionally, that margin 
should remain with more coaches coming in. 
 
When more coaches come in, that means that more clients must be acquired each month to 
grow coach’s client counts, but it also means that more clients will need to be acquired to 
maintain coach’s existing client counts each month. Because of that, more money must be 
spent on marketing and sales whether it is in content, ads, a sales/marketing staff member or 
contractor, etc. 
 
With each new employee, there is a time component that comes along with it. They must be 
properly onboarded, trained, and managed, so that time does cost money whether it is directly 
or in an opportunity cost manner. 
 
Remote coaching companies, if the owner is taking a coaching commission (% of revenue per 
each client) of 40% per client should be able to build a business where they can make a 20-40% 
profit margin on their business. As the business grows, the profit margin may go down slightly, 
but the business should be set up in a way where each new client that comes in adds that 60% 
or so gross margin. 
 
Here is a chart of what 30% profit margin looks like on different max revenue numbers (monthly) 
if it’s just a coach/owner and no other coaches: 
 
Inputs - the coach earns a price point of $200 per client (which we’d want to earn more over 
time but many don’t) 
 
10 clients - $2,000 in revenue = $1,400 in total expenses = $600 profit/month + $800 in 
coaching commission to the coach/owner 
20 clients - $4,000 in revenue = $2,800 in total expenses = $1,200 profit/month + $1,600 in 
coaching commission to the coach/owner 
30 clients - $6,000 in revenue = $4,200 in total expenses = $1,800 profit/month + $2,400 in 
coaching commission to the coach/owner 
40 clients - $8,000 in revenue = $5,600 in total expenses = $2,400 profit/month + $3,200 in 
coaching commission to the coach/owner 
50 clients - $10,000 in revenue = $7,000 in total expenses = $3,000 profit/month + $4,000 in 
coaching commission to the coach/owner 
 
Notice that the coach/owner is making monthly money on top of profit. That means if the 
coach/owner wants to scale up their business by adding coaches, they’d earn (in this example) 
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30% profit on those clients, but they would not continue to earn a higher coaching commission 
because they wouldn’t be coaching more clients. In most cases, coach/owners want to lower 
their client count when they scale up their business because there are more hats to wear in a 
growing business. 
 
Most remote coaches will make no profit margin initially which is okay, but they will earn more 
profit margin with each additional dollar of revenue that comes in because each client 
contributes what’s called contribution margin. 
 
 
 
Size of Client Count Needed 
 
Remote coaching business owners, like most other business owners, want to increase the 
number of clients they have because each additional client brings on contribution margin, plus 
profit margin to their bottom lines. 
 
As the client count goes up, it demands more coaches, and after a while, it may require the 
owner to pay rent (or more rent) so it’s important to map out where each owner’s sweet spot of 
success is based not just on the client number but also on how much they are making in profit, 
plus how much work they are doing to make that profit. 
 
The model demands that the business owner understands three key metrics to determine their 
client count: 
 

● How many people can each coach effectively coach 
● How long does it take the coach to program for each client each week 
● How long does it take the coach to reply to comments/messages each month for 

each client 
● How long does a client consult take for each client each month 
● How long does it take to plan training etc for each client each month 

● How many referrals will they get as a % of their existing client count 
● How many new clients will come in from the funnel for that coach on an ongoing monthly 

basis 
 
The formula is a bit less straightforward for 1:1 coaches because each coach is different in 
terms of how much time they will want to spend coaching each month. If we assume somebody 
wants to remote coach 40 hours per week, here is how you can figure out how many clients 
they can handle without bringing into account if their client acquisition funnel is big enough. It 
looks like: 
 
(40 hours per month X 4.2 weeks/month) / [(weekly time to program 1 client X 4.2 
weeks/month) + length of consult for 1 client/month + length of time to 
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comment/message 1 client/month + length of time to plan 1 client/month + any other time 
for each client] 
 
(NB: All of these examples are putting things into hours) 
 
So, if it takes a coach 30 minutes to write a weekly program, if they do a 30-minute monthly 
consult, if they take 30 minutes to communicate with their client per month, if they spend 30 
minutes per month planning training/nutrition/lifestyle it means each client takes the coach and if 
they don’t have any other time spent per client that would be: 
 
3.6 hours per month per client 
 
40 hours/week X 4.2 weeks/month / 3.6 hours per client = 47 clients that that coach can handle. 
 
This is why efficiencies of coaching, plus client price points are so important, and it’s also why 
OPEX advocates for the coach to make a nice percentage on each client. Imagine the scenario 
where the coach worked to earn 40% X $200 = $80 on that client. If it takes them 3.6 hours to 
work with that client, they are earning $22.22/hour. Not bad, but that’s not enough to scale it into 
a great coaching career.  Dollars per hour is a key metric for coaches as has been 
discussed in CCP. 
 
Let’s tweak the above example a bit and say that the inputs have changed to: 
 

● $250 price point 
● Same 40% coaching percentage 
● 15 minutes to program each week 
● 30 min consult 
● 15 minutes to comment and message clients 
● 15 minutes to plan for each client 

 
Now the formula looks like this: 
 
(40 hours/week X 4.2 weeks/month) / [(.25 X 4.2) + .5 + .25 + .25 + 0] =  
 
168 hours/month / 2.05 hours per week per client = 
 
82 client capacity 
 
And, if the price point is now $250, the coach earns $100 per client per month which yields them 
$49/hour. If they were at a capacity of 82 clients (very challenging for a coach to get to; it takes 
years and a lot of work and systems built-up), they would earn $8,200/month which is $98,400. 
And, oftentimes, the coach will earn a higher percentage over that time which could pop their 
earnings as well. 
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That is a massive difference in scale for the coach, and it’s also a massive difference in earning 
power and efficiency for the owner. If one coach can handle 82 clients very well and they are 
properly incentivized and contracted to the company - take care of the company just in case - 
the owner will require fewer coaches to scale which saves on costs. Sidenote, OPEX doesn’t 
advocate for attempting to get a coach to 82 clients without having other coaches on staff. It’s 
very challenging to get to 82, and it’s too risky for the business to assume a coach will do that, 
and the business loses client acquisition power because each additional coach provides 
marketing power to the company. 
 
The business, in the scenario where the one coach has 82 clients at $250 will earn an additional 
$12,300/month in gross margin (after paying the coach) - 82 X ($250 X 0.60). That is massive. 
 
 
 
 
Price Point for Clients 
 
This is often the most difficult part for remote coaching companies is building credibility strong 
enough to initially earn a high willingness to pay from clients, but it often is even harder to hold 
that same willingness to pay from clients when new coaches, lacking in credibility, come into the 
business.  
 
This is the heart of the negative tradeoff for remote coaching. It’s more about building a brand 
than it is about coaching people. Of course, brick and mortar gyms face this in some capacity, 
but not nearly as much as remote coaching does. This is a key principle of business models. 
The lower the barrier of entry to get into a business model - in this case, because it’s so cheap 
to become a remote coaching company - the easier it is for competitors to floor the market. This 
is the phenomenon the CrossFit Gym owner says with gyms every 400 ft, but remote coaching 
will be even more competitive over time (though the theoretical market size is billions of people 
depending on how cheap the price gets). 
 
The way OPEX likes to think about price points for remote coaches is based on a few key 
criteria: 
 
Is it worth the work to the owner - if the price is $100 per client and the owner has to do a lot 
more work for each $1,000 of revenue, and in the case of a 1:1 coaching service that takes its 
toll.  
 
Is it worth it for the coach - if the coach can’t earn a proper living, they won’t/can’t stay for very 
long or they will do it part-time (separate conversation), but either way that may make it 
challenging to retain coaches. Each coach lost will cost some amount of clients which then cost 
money in acquisition dollars. 
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Typically, remote coaches start in the mid $100 range - call it $150 - because they are working 
multiple coaching jobs and they see a potential future. They then realize that there is too much 
work and other costs to only earn $150 per person, so they move to the high $100’s - call it 
$199 - and then when they bring other coaches on they move into the low to mid $200’s - call it 
$235. OPEX would like to see remote coaches charge and earn $250 per person, but it’s more 
realistic for most to work to get to the $200 range as they try to build up their brands. The 
coaches who can charge more is because the market knows them well, not just because they 
coach well. 
 
 
General Retention Expectations 
 
Remote coaching should expect their retention to be higher than group, hybrid, and globo gyms, 
as a percentage, but from our research, we’ve found that this is highly dependent on the remote 
coach and/or remote coaching business. To have a growable remote coaching business that 
doesn’t turn over (lose) too many clients each month that it can’t acquire enough clients in to 
cover the loss, though, requires the remote coaches to retain at least 95% of their clients.  
 
Why 95%?  
 
It’s simple math. If a remote coach has 100 clients - a number picked out of a hat - and they 
retain 95% of their clients each month, that means they will lose 43 of their 100 starting clients 
over the year. It yields a 20-month expected lifespan for each client who walks into the gym.  
 
Would it be incredibly helpful if that retention percentage moved higher than 95%? Absolutely. 
At 97%, the gym would lose 28 of their original 100 clients - 15 fewer clients lost than at 95% - 
but we see many remote coaches who have client lifespans of less than one year, so it’s not 
realistic for many of these coaches. 
 
If a gym expects to lose 43% of their client base each year, they must work very hard to acquire 
clients monthly. It can be done, but it requires a well thought out and very consistent marketing 
and sales plan to survive that retention percentage. 
 
 

General Marketing Tenets Used 
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Remote coaching is new, so there aren’t too many guru marketers in the game yet, though 
that’s changing quickly. Remote coaches are highly reliant on word of mouth referrals. (NB: That 
there aren’t very many large remote coaching systems in the market at the time of this writing). 
 
However, since approximately 2012, marketing has made its way significantly more into the 
digital world. Today, there are a few major ways that remote coaches attract their clients: 
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● Word of mouth 
● Referrals - make no mistake, this is and will always be huge 
● Reviews - clients believe the words of clients, so while this is a bit different than a 

direct referral, it falls into the same category of word of mouth 
● Web 

● SEO - This is more content generated because remote coaches don’t have the 
power of a physical location (most of the time) 

● Google ads - while more sophisticated gyms yield new clients here, more and 
more normal gym owners are trying this to get clients to more easily find them on 
the web 

● Social Media 
● Organic (unpaid) posts, stories, tv/video, groups - this is a massive channel for 

remote coaches to build a following to project their brands. Often, this is more of 
a very top of mind awareness build play, a lot of remote coaches believe they will 
directly convert these eyeballs into buyers 

● Paid ads - there is a reason why Facebook/Instagram, LinkedIn, etc are making 
billions in revenue. Remote coaching companies are spending a lot on these ads. 
Often these ads must be connected to a funnel of next steps + a strong sales 
process if remote coaches expect to close new clients 

● Events and Partnerships 
● Going to and Sponsoring events - Truthfully, this is usually reserved for larger 

brands in the remote coaching world because smaller remote coaches would 
have to spend a lot for a challenging conversion due to their weaker brands. 

● Building global partnerships with like-minded and complementary businesses 
● Conversations - Whereas gyms will do this face to face, remote coaches can do this face 

to face, but they’ll also need to do this through social media messaging, emails, phone 
calls, Zoom video calls, etc. 

 
In the remote coaching, owners are not very sophisticated yet, but they are working the hardest 
on social media and video to connect with people, and then they are driving that awareness into 
pre-built lead magnet funnels where they get people’s emails, follow up (automated) with emails 
and try to drive interest into a consult to begin training. 
 
 
How Does the Model Earn More Profit? 
 
Just like gyms, remote coaching runs a monthly recurring revenue (MRR) business model. 
Remote coaching businesses should see their revenue and subsequently their profits, continue 
to increase until they don’t have enough coaches to support their client demand. However, in 
the remote coaching model, there is no facility constraint, a remote coaching business owner 
simply needs to hire more coaches (easier said than done to get great coaches).  
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Many remote coaching businesses are working for a 20-40% operating margin as shown in the 
ongoing costs section. That means if the remote coaching business was earning $80,000 in 
revenue, it would want to earn between $16,000 and $32,000 per month. Again, this is as the 
business that is getting into the maximization area which is not right when the business opens. 
Revenue must be built to overcome the baseline Selling, General, & Administrative (SG&A) 
expenses to get to break even, but once that break-even area is reached each new client that 
walks in adds to the profit margin until the maximization of revenue (a full facility at maximum 
willingness to pay pricing) occurs.  
 
 
How Scalable, by Definition, is the model? 
 
Remote coaching, theoretically, is infinitely scalable. In practice, though, it takes a tremendous 
commitment to systems, great people, great technology, and a lot of metric tracking/optimization 
to optimize retention and acquisition of clients. 
 
Some individual remote coaches can earn $200,000 in annual revenue. Some remote coaching 
businesses can earn $1,500,000 in annual revenue. If a remote coaching business maintains 
the 20-40% margin on their business, that looks like $300,000 to $600,000 in profits to the 
business. 

Garage Gyms Doing 1:1 and their Tradeoffs 
 
Gyms don’t have to cost $20,000/month in rent. Some solid gyms have their roots firmly in their 
own garage. In this section, the garage gym is on the docket. In this scenario, the model within 
the garage gym will be a 1:1, OPEX-styled, model. It will not be discussed in a group training 
model way. 
 
The upsides of the 1:1 garage gym: 
 

● Far lower operating costs due to rent cost being $0 or close to $0 
● Less travel time to and from the gym 
● Less drama in the gym 

 
The downsides of the garage gym are: 
 

● It’s less scalable than most brick and mortar models because space is extremely limited 
and it’s very challenging to get coaches to come work in the gym because it doesn’t 
scream opportunity 

● While no travel time is wonderful, it also means that the gym - ie work - is blurred with 
home which can lead to long work hours and stress for some people. 

● It requires work for each client - while similar to the above, this is intended to be more 
about the work required and the programming required to give every client a great 
experience.  
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It’s important for anybody thinking about what model they want to run to balance these up and 
down sides before deciding what the best model for them to run is. 
 
 
 
Structure of the Model - how the service is delivered 
 
Please keep in mind that all of these statements require a percentage of error into them. In the 
scenario where client size is mentioned, there may be a +/- to that. 
 
In a garage gym model, training time sizes often range from 3-6 people on the floor with one-
floor coach - the owner.  
 
The daily training service looks like clients walking into the gym/garage, putting their gear away, 
grabbing a personalized whiteboard and writing their workout down from TrueCoach, heading 
out to the floor, warming up, hitting their workout with a coach closely watching (while others 
train alongside them doing their unique workouts), cooling off, transferring their whiteboard back 
into TrueCoach results, changing their clothes, and then leaving. If their workout takes 25 
minutes or 90 minutes, a client can easily get their whole workout in. (NB: It's very important to 
schedule clients into the garage gym due to its very small size). 
 
Additional products offered in most garage gyms - if any - are merchandise and some very 
simple supplements.  
 
 
Keys to think about in the model for the Business Owner 
 
In terms of financial components of a garage gym, not a lot feels too stressful because the cost 
structure is so low, the owner rarely has coaches they have to train/manage, and the total client 
count is small enough where it doesn’t often require additional marketing resources used/spent. 
However, it’s still important to maximize the total number of clients vs the garage/gym size vs 
the number of hours the owner wants to work. 
 
Willingness to pay and retention has proven the most important factors with garage gyms. The 
reason why WTP is still a factor is that most garage gym owners want to earn their way into a 
larger leased space. That means they must build the brand and premium pricing from day one.  
 
In reality, there aren’t a lot more metrics to maximize here because the client count is so small.   
 
 
Initial Investment for the Business Owner 
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A garage gym looks like a rent/utility free and lower equipment cost OPEX Gym and/or small 
group gym. 
 
If a business owner opened up a 400 square foot facility that didn’t require any build-out (not 
likely), got equipment for 5 person classes max, didn’t hire any staff or coaches, and didn’t do 
any paid advertising, the initial cost may look any from  
 

● $5,000 if the equipment was financed 
● $50,000 if the equipment wasn’t financed 

 
This is a big positive tradeoff for people, it didn’t cost an arm and a leg to open up a gym. 
Whether that gym is legitimate will be determined by the gym owner themselves. 
 
Client revenue can be very low in this model depending on how much the gym owner wants to 
make in revenue/profit.  
 
 
Ongoing Costs for the Business Owner 
 
In a garage gym, the assumption will be made that the coach/owner earns a coaching 
commission of 40% of each client they coach. With that 40% COGS on the books, the garage 
gym owner is still looking to earn approximately 40-50% in operating margin because the rest of 
the costs are so low. 
 
Here is a chart of what 45% profit margin looks like on different max revenue numbers 
(monthly): 
 
$5,000 in revenue = $2,250 in total expenses = $3,750 profit/month 
$10,000 in revenue = $4,500 in total expenses = $5,500 profit/month 
$15,000 in revenue = $6,750 in total expenses = $8,250 profit/month 
$20,000 in revenue = $9,000 in total expenses = $11,000 profit/month 
$25,000 in revenue = $11,250 in total expenses = $13,750 profit/month 
 
One of the great parts of a garage gym is that the coach/owner can almost immediately earn 
both coaching commission and profit because the cost structure is so low. 
 
 
 
Size of Client Count Needed 
 
Garage gym owners, like most other business owners, want to increase the number of clients 
they have because each additional client brings on contribution margin, plus a profit margin to 
their bottom lines. 
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As the client count goes up, it demands more time, coaches, and space. That challenge in the 
garage gym model is that once clients max out the garage size, it’s a very big jump to go from 
no cost to a cost structure which includes rent and potentially additional coaches. It’s a 
wonderful jump, but a challenging one nonetheless. 
 
The model demands that the business owner understands three key metrics to determine their 
client count: 
 

● How many people can the coach/owner effectively coach 
● How long does it take the coach to program for each client each week 
● How long does it take the coach to reply to comments/messages each month for 

each client 
● How long does a client consult take for each client each month 
● How long does it take to plan training etc for each client each month 
● How many floor hours do they have 

● How many referrals will they get as a % of their existing client count 
● How many new clients will come in from the funnel for that coach on an ongoing monthly 

basis - in the garage gym, most new clients will come from referrals 
 
The formula is a bit less straightforward for 1:1 coaches because each coach is different when it 
comes to how much time they want to spend coaching each month. If we assume somebody 
wants to coach 40 hours per week, here is how you can figure out how many clients they can 
handle without bringing into account if their client acquisition funnel is big enough. It looks like: 
 
[(40 hours per month - Floor Hours Coached/Week) X 4.2 weeks/month] / [(weekly time to 
program 1 client *X 4.2 weeks/month) + length of consult for 1 client/month + length of 
time to comment/message 1 client/month + length of time to plan 1 client/month + any 
other time for each client] 
 
The new variable of floor hours coached is important. While the coach/owner likely won’t pay 
themselves for those floor hours, it’s still an important time constraint that must be paid attention 
to. 
 
So, if the coach/owner coaches 20-floor hours/week, if it takes them 30 minutes to write a 
weekly program, if they do a 30 min monthly consult, if they take 30 minutes to communicate 
with their client per month, if they spend 30 minutes per month planning 
training/nutrition/lifestyle it means each client takes the coach and if they don’t have any other 
time spent per client that would be: 
 
3.6 hours per month per client 
 
Remote Coaching: 40 hours/week X 4.2 weeks/month / 3.6 hours per client = 47 clients that that 
coach can handle. 
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Garage gym: (40 hours/week - 20 Hours Floor Coaching/week) X 4.2 weeks/month / 3.6 hours 
per client = 23 clients that that coach can handle 
 
That’s a pretty big difference. There isn’t anything wrong with this scenario, it’s simply one that 
the owner and coaches need to solve to align everybody upfront. 
 
This is why efficiencies of coaching, plus client price points are so important, and it’s also why 
OPEX advocates for the coach to make a nice percentage on each client. Imagine the scenario 
where the coach/owner worked to earn 40% X $200 = $80 on that client. If it takes them 3.6 
hours to work with that client, they are earning $22.22/hour. Solid, but that’s not enough to scale 
it into a great coaching career.  Dollars per hour is a key metric for coaches as has been 
discussed in CCP. 
 
Let’s tweak the above example a bit and say that the inputs have changed to: 
 

● $200 price point 
● Same 20-floor hours/week 
● Same 40% coaching percentage 
● 15 minutes to program each week 
● 30 min consult 
● 15 minutes to comment and message clients 
● 15 minutes to plan for each client 

 
Now the formula looks like this: 
 
[(40 hours/week - 20 floor hours/week) X 4.2 weeks/month)] / [(.25 X 4.2) + .5 + .25 + .25 + 0] =  
 
84 hours/month / 2.05 hours per week per client = 
 
41 client capacity 
 
The business, in this scenario where the one coach has 41 clients at $200 will earn an 
additional $4,920/month in gross margin (after paying the coach). 
 
 
 
Price Point for Clients 
 
The price point greatly depends on what the gym owner wants to do with the business today 
and into the future. If this is more of a hobby, perhaps the price point can be lower, but OPEX 
still advocates for all coaches to value themselves and their coaching product with an 
appropriate margin to make the business - not just them as a coach - function. 
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If math is done on the commission to the coach, to remain at healthy enough margins of 
approximately 50% to the business, the owner needs to pay themselves approximately 45% or 
below on their clients. Going back to the number of clients needed section, if a coach needs 
approximately two hours to program and coach each of their clients, this greatly informs the 
pricing conversation. If the gym charges $100 for that client and the coach receives 40%, they’d 
earn $40 per month on that client. While the $20/hour earning on those clients may look okay to 
some, time such as learning, driving to/from the gym, meetings, etc. haven’t been taken into 
account yet. That $20/hour drops somewhat quickly. That means that the price point needs to 
rise. 
 
Even in a garage gym, OPEX would like to see the owner charging into that $200. 
 
 
General Retention Expectations 
 
 
Garage gyms, in theory, should expect their retention to be higher than group, hybrid, globo 
gyms, and remote coaching, as a percentage. There isn’t enough data to say definitively that 
retention rates should hold at 95% - 97%, the small number of garage gyms who have reported 
back have been able to maintain this percentage or better.  
 
Why 95%?  
 
It’s simple math. If a remote coach has 50 clients - a number picked out of a hat - and they 
retain 95% of their clients each month, that means they will lose 22 of their 50 starting clients 
over the year. It yields a 20-month expected lifespan for each client who walks into the gym.  
 
Would it be incredibly helpful if that retention percentage moved higher than 95%? Absolutely. 
At 97%, the gym would lose 14 of their original 50 clients - 8 fewer clients lost than at 95% - but 
we see many remote coaches who have client lifespans of less than one year, so it’s not 
realistic for many of these coaches. 
 
If a gym expects to lose 43% of their client base each year, they must work very hard to acquire 
clients monthly. It can be done, but it requires a well thought out and very consistent marketing 
and sales plan to survive that retention percentage. 
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General Marketing Tenets Used 
 
 
There are a few major ways that most garage gyms attract their clients: 
 

● Word of mouth 
● Referrals - make no mistake, this is and will always be huge 
● Reviews - clients believe the words of clients, so while this is a bit different than a 

direct referral, it falls into the same category of word of mouth 
● Conversations from coaches, owners, and clients that lead to opportunities for 

gym owners who are organized on the sales side 
● Social Media 

● Organic (unpaid) posts, stories, tv/video, groups - this is a massive channel for 
gyms to build a small local following to project their brands. Often, this is more of 
a very top of mind awareness build play for gyms, a lot of gyms believe they will 
directly convert these eyeballs into buyers 

● Conversations - this will be a major theme that OPEX sees as critically important for 
smaller gyms. Gym owners must build out strong and consistent new prospect 
conversations. A way to look at this is “how many new people have you spoken to this 
month” If the number is less than 50, it’s not enough! 

 
You may have noticed that paid ads and web strategies weren’t discussed. In reality, that 
usually isn’t a play that yields very many clients due to the lack of initial credibility of the garage 
setting. 
 
 
How Does the Model Earn More Profit? 
 
Garage Gyms, like the rest listed here, run a monthly recurring revenue (MRR) business model. 
Garage Gyms should see their revenue and subsequently their profits, continue to increase until 
they don’t have enough space to support their client demand. Once the clients have maxed out 
the space of the facility, the garage gym owner either works prices higher or looks for a new 
space (or both!).  
 
Many garage gyms work for a 40-50% operating margin. That means if the garage was earning 
$15,000 in revenue, it would want to earn between $6,000 and $7,500 per month. Again, this is 
as the business that is getting into the maximization area which is not right when the business 
opens. Revenue must be built to overcome the baseline Selling, General, and Administrative 
(SG&A) expenses to get to break even, but once that break-even area is reached each new 
client that walks in adds to the profit margin until the maximization of revenue (a full facility at 
maximum willingness to pay pricing) occurs.  
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How Scalable, by Definition, is the model? 
 
Garage gyms are the definition of unscalable. With a challenging lack of space, plus (generally) 
a lack of marketing in place, it’s a decent-sized leap from the garage to a gym space, but that is 
what’s required to scale and ultimately make more money. (NB: A hugely important piece of 
math for the garage gym owner is to look at how much they will lose in profits to go from the 
garage to a leased space, how many clients they’ll need to bring in to cover that difference, and 
how likely - in statistical terms - they are to do it per the time/energy it’ll take to do it).  
 

OPEX and Its Tradeoffs 
 
Finally, to an OPEX model. Like everything else, OPEX has its upsides and downsides, as all of 
the above models do. Namely, the upsides to OPEX are: 
 

● Higher retention rates which = higher client lifetime values 
● More scalable than personal training without losing the personalization of the client 

experience 
● Longer-term retention of coaches who can earn higher compensation 
● Less drama in the gym 

 
The downsides of the OPEX Model are: 
 

● It’s less scalable than group training or platforms such as Peloton 
● It requires work for each client - while similar to the above, this is intended to be more 

about the work required and the programming required to give every client a great 
experience. Some coaches simply don’t want to do that work 

● The model is less understood than personal training or group training generally 
 
It’s important for anybody thinking about what model they want to run to balance these up and 
down sides before deciding what the best model for them to run is. 
 
 
 
Structure of the Model - how the service is delivered 
 
Please keep in mind that all of these statements require a percentage of error into them. In the 
scenario where client size is mentioned, there may be a +/- to that. 
 
In an OPEX business model, training time sizes often range from 8-14 people on the floor with 
one-floor coach and then 14-28 with two coaches - when the gym is up and running.  
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The daily training service looks like clients walking into the gym, putting their gear away, 
grabbing a personalized whiteboard and writing their workout down from TrueCoach, heading 
out to the floor, warming up, hitting their workout with a coach closely watching (while others 
train alongside them doing their unique workouts), cooling off, transferring their whiteboard back 
into TrueCoach results, changing their clothes, and then leaving. If their workout takes 25 
minutes or 90 minutes, a client can easily get their whole workout in. (NB: that OPEX does ask 
their licensees to carefully set up training blocks so that people aren’t taking up the floor for 
more than predetermined time blocks). 
 
Additional products offered in most OPEX Gyms are merchandise, mainly shirts, and some very 
simple supplements.  
 
 
Keys to think about in the model for the Business Owner 
 
In terms of the financial components of an OPEX model, a large key is to maximize the client’s 
willingness to pay as well as the retention rate of each coach and the gym. 
 
Certainly, other metrics are beneficial, but willingness to pay, plus retention have proven the 
most important with OPEX Gyms.  
 
Additional keys for OPEX Gyms to think about are 1) Number of request a consults per month 
2) How much does it cost to acquire each new client and within that how many referrals are they 
getting as a percentage of their existing client base, 3) How many clients can fit into the gym, 4) 
How good is the service, and are people willing to pay more after each contract they sign. 
 
Of course, there are plenty of other things to think about, but the above list is perhaps more 
major than most gym owners think.  
 
 
Initial Investment for the Business Owner 
 
An OPEX Gym runs similarly, initial investment-wise, to a small(er) group gym in that the size of 
the facility is likely similar (perhaps slightly smaller), but the equipment needed is likely more 
diverse but less volume per piece of equipment. 
 
If a business owner opened up a 2,000 square foot facility that didn’t require any build-out (not 
likely), located in a hybrid use space (i.e not high-end rent districts), got equipment for eight-
person classes max, didn’t hire any staff or coaches initially, and didn’t do any paid advertising, 
the initial cost may look like:  
 

● $15,000 if the equipment was financed 
● $50,000 if the equipment wasn’t financed 
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This is a big positive tradeoff for people, it didn’t cost an arm and a leg to open up a legitimate 
business. 
 
As business owners go up the scale of quality, they lease a 2,000 sq foot facility that requires 
$40,000 of leasehold improvements (Tenant Improvements - TI), located in a middle of the road 
location, got equipment for 10 people, hired two coaches/staff, did a small amount of paid 
advertising, their cost structure may look like: 
 

● $25,000 if they financed the equipment and “laid off” the cost of the TI over the lifetime of 
their lease, ie they financed the TI 

● $125,000 if they paid down the equipment and paid for most/all of the TI 
 
In the scenario where an OPEX Gym wants to go into a high rent district, it’s possible to do so 
but the owner would have to do a significant market analysis to know that the market will pay 
them well. If a 2,000 sq ft facility is going to cost $15,000/month, that means revenue per client 
likely needs to be high $300’s at a minimum to sustain it. Client revenue could be lower, but that 
would take a hit to margins because it’s likely that at 2,000 sq ft, the top client count is likely 
150-175. The math on 150 clients at $350/client would be $52,000. That means that rent, even 
at 150 clients, would be above 25% of revenue. That is very challenging to stomach as a 
business owner. It’s also very difficult to have enough cash to stomach getting up to 150 clients 
with that cost structure each month. 
 
OPEX would much prefer to see gym owners in the $2-$6k/month range in rent. 
 
 
Ongoing Costs for the Business Owner 
 
Often, OPEX Gyms wants to grow to the point where they can earn approximately 20-30% profit 
margin on their facility - keep in mind this would include what the owner should make in 
salary/coaching commission, i.e. the coach would earn a coaching commission which would get 
paid to the coach and look like a coaching COGS (expense) to the company. That means that 
profit would be in addition to that coaching commission amount. 
 
Here is a chart of what a 30% profit margin looks like on different max revenue numbers 
(monthly). 
 
$20,000 in revenue = $14,000 in total expenses = $6,000 profit/month 
$40,000 in revenue = $28,000 in total expenses = $12,000 profit/month 
$60,000 in revenue = $42,000 in total expenses = $18,000 profit/month 
$80,000 in revenue = $56,000 in total expenses = $24,000 profit/month 
$100,000 in revenue = $70,000 in total expenses = $30,000 profit/month 
 
It’s important to think about the build-up to maximum revenue for most early business owners. 
Just because a gym can earn $80,000 doesn’t mean that it is earning $80,000. Imagine 
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spending $56,000 per month in month one even if the business only brought in $5,000. That 
would be a $51,000 loss month one. How many months in a row is that even possible?   
 
(NB: Something to remember with this cost structure is that it assumes that coaches are paid a 
percentage of their personal training revenue, so the cost structure grows as revenue does. It is 
a protectionary structure helpful to an OPEX Gym, a remote coaching system, and personal 
trainers). 
 
That means that the cost structure will increase as revenue does. Most OPEX Gyms will make 
no profit margin initially which is okay, but they will earn more profit margin with each additional 
dollar of revenue that comes in because each client contributes what’s called contribution 
margin. By the time the gym reaches its facility capability of revenue, its profit margin should get 
to that 25-40%. 
 
From a pure dollar amount of expenses, many OPEX Gyms fall into these ranges based on their 
facility, location, staff cost, and advertising. 
 
 
Size of Client Count Needed 
 
OPEX Gym owners, like most other business owners, want to increase the number of clients 
they have because each additional client brings on contribution margin, plus profit margin to 
their bottom lines. 
 
As the client count goes up, it demands more coaches, and after a while it may require the 
owner to pay more rent so, it’s important to map out where each owner’s sweet spot of success 
is based not just on the client number but also on how much they are making in profit, plus how 
much work they are doing to make that profit. 
 
The model demands that the business owner understands three key metrics to determine their 
client count: 
 

● How many people can each coach effectively coach 
● How long does it take the coach to program for each client each week 
● How long does it take the coach to reply to comments/messages each month for 

each client 
● How long does a client consult take for each client each month 
● How long does it take to plan training etc for each client each month 
● How many floor hours do they have 

● How many referrals will they get as a % of their existing client count 
● How many new clients will come in from the funnel for that coach on an ongoing monthly 

basis 
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The formula is a bit less straightforward for 1:1 coaches because each coach is different 
regarding how much time they want to spend coaching each month. If we assume somebody 
wants to coach 40 hours per week, here is how you can figure out how many clients they can 
handle without bringing into account if their client acquisition funnel is big enough. It looks like: 
 
[(40 hours per month - Floor Hours Coached/Week) X 4.2 weeks/month] / [(weekly time to 
program 1 client X 4.2 weeks/month) + length of consult for 1 client/month + length of 
time to comment/message 1 client/month + length of time to plan 1 client/month + any 
other time for each client] 
 
The new variable of floor hours coached is important. In an OPEX model, the coach will be paid 
for those hours, but that time will pull them away from being able to coach more clients. 
 
So, if a coach coaches 20-floor hours/week, if it takes them 30 minutes to write a weekly 
program, if they do a 30 min monthly consult, if they take 30 minutes to communicate with their 
client per month, if they spend 30 minutes per month planning training/nutrition/lifestyle it means 
each client takes the coach and if they don’t have any other time spent per client that would be: 
 
3.6 hours per month per client 
 
Remote Coaching: 40 hours/week X 4.2 weeks/month / 3.6 hours per client = 47 clients that that 
coach can handle. 
 
OPEX: (40 hours/week - 20 Hours Floor Coaching/week) X 4.2 weeks/month / 3.6 hours per 
client = 23 clients that that coach can handle 
 
That’s a pretty big difference. There isn’t anything wrong with this scenario, it’s simply one that 
the owner and coaches need to solve to align everybody upfront. 
 
This is why efficiencies of coaching, plus client price points are so important, and it’s also why 
OPEX advocates for the coach to make a nice percentage on each client. Imagine the scenario 
where the coach worked to earn 40% X $300 = $120 on that client. If it takes them 3.6 hours to 
work with that client, they are earning $33.33/hour, plus the amount they made on 84 hours of 
floor coaching throughout the month. Solid, but that’s not enough to scale it into a great 
coaching career.  Dollars per hour is a key metric for coaches as has been discussed in 
CCP. 
 
Let’s tweak the above example a bit and say that the inputs have changed to: 
 

● $300 price point 
● Same 20-floor hours/week 
● Same 40% coaching percentage 
● 15 minutes to program each week 
● 30 min consult 
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● 15 minutes to comment and message clients 
● 15 minutes to plan for each client 

 
Now the formula looks like this: 
 
[(40 hours/week - 20 floor hours/week) X 4.2 weeks/month)] / [(.25 X 4.2) + .5 + .25 + .25 + 0] =  
 
84 hours/month / 2.05 hours per week per client = 
 
41 client capacity 
 
The business, in this scenario where the one coach has 41 clients at $300 will earn an 
additional $7,380/month in gross margin (after paying the coach) - the amount paid out in floor 
hours which is usually close to minimum wage per hour because the coach can earn so well on 
their other clients. 
 
 
 
Price Point for Clients 
 
OPEX Gyms must win the premium pricing game to do well. This is a pure scaling dynamic. 
Because OPEX Gyms often hold approximately 150-200 clients, they cannot lower prices to 
$100/person because the facility wouldn’t earn enough revenue to pay fixed costs such as rent, 
utilities, supplies, salaries/wages (not counting coaching commissions here), marketing, etc. 
 
At the time of this writing, Q1, 2020, OPEX advocated for OPEX Gyms to work hard to get to 
$300+ per client in revenue. OPEX also is careful to make sure that the OPEX Gym is located in 
an area that will support price points there.  
 
Of course, the lower the cost structure, theoretically the lower the price. However, it’s important 
to maintain the premium brand because it becomes a competitive advantage for the gym. 
 
If math is done on the commission to the coach, to remain at healthy enough margins of 
approximately 50% to the business, the owner needs to pay the coach approximately 45% or 
below on their clients. Going back to the number of clients needed section, if a coach needs 
approximately two hours to program and coach each of their clients, this greatly informs the 
pricing conversation. If the gym charges $100 for that client and the coach receives 40%, they’d 
earn $40 per month on that client. While the $20/hour earning on those clients may look okay to 
some, time such as learning, driving to/from the gym, meetings, etc. hasn't been taken into 
account yet. That $20/hour drops somewhat quickly. That means that the price point needs to 
rise. 
 
On the low end, OPEX is okay with a gym pricing in the low $200 range when they first open, 
but they must work to increase that price point and premium branding as they grow. OPEX 

66



wants OPEX Gyms to be $300+ after approximately 18 months in business. Of course, if a gym 
cannot sell enough new clients on that number, they shouldn’t price there, but OPEX has found 
that, in most cases, this is a sales mindset problem or a marketing problem more than a price 
point problem. 
 
General Retention Expectations 
 
 
OPEX Gyms should expect their retention to be higher than group, hybrid, globo gyms, and 
remote coaching, as a percentage. To have a growable OPEX business that doesn’t turn over 
(lose) too many clients each month that it can’t acquire enough clients to cover the loss, though, 
requires the coaches to retain at least 95% of their clients - and OPEX wants 97%.  
 
Why 95%?  
 
It’s simple math. If an OPEX Gym has 100 clients - a number picked out of a hat - and they 
retain 95% of their clients each month, that means they will lose 43 of their 100 starting clients 
over the year. It yields a 20-month expected lifespan for each client who walks into the gym.  
 
Would it be incredibly helpful if that retention percentage moved higher than 95%? Absolutely. 
At 97%, the gym would lose 28 of their original 100 clients - 15 fewer clients lost than at 95% - 
but we see many remote coaches who have client lifespans of less than one year, so it’s not 
realistic for many of these coaches. 
 
If a gym expects to lose 43% of their client base each year, they must work very hard to acquire 
clients monthly. It can be done, but it requires a well thought out and very consistent marketing 
and sales plan to survive that retention percentage. 
 
 

 
 
 
General Marketing Tenets Used 
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OPEX Gyms initially build the most traction by going in to out. That means that they begin with 
who they know and slowly grow out from there. Word of mouth, referrals, and conversations are 
critical to getting an OPEX Gym off of the ground.  
 
There are a few major ways that OPEX gyms attract their clients: 
 

● Word of mouth 
● Referrals - make no mistake, this is and will always be huge 
● Reviews - clients believe the words of clients, so while this is a bit different than a 

direct referral, it falls into the same category of word of mouth 
● Conversations from coaches, owners, and clients that lead to opportunities for 

gym owners who are organized on the sales side 
● Web 

● SEO -  
● Personal Trainers near me is a very powerful search phrase for OPEX 

Gyms 
● gyms near me and similar search terms have become very important 

digital “ground” for gyms to rank for so that people find them when they’re 
searching online 

● Google ads - while more sophisticated gyms yield new clients here, more and 
more normal gym owners are trying this to get clients to more easily find them on 
the web 

● Social Media 
● Organic (unpaid) posts, stories, tv/video, groups - this is a massive channel for 

gyms to build a small local following to project their brands. Often, this is more of 
a very top of mind awareness build play for gyms, a lot of gyms believe they will 
directly convert these eyeballs into buyers 

● Paid ads - there is a reason why Facebook/Instagram, LinkedIn, etc are making 
billions in revenue. Gym owners are spending a lot on these ads. Often these 
ads must be connected to a funnel of next steps, plus a strong sales process if 
gyms expect to close new clients 

● Events and Partnerships 
● Going to and Sponsoring events - this simply allows gyms to meet more people 

which is massively important to their ongoing success 
● Building local partnerships with like-minded and complementary businesses - 

coffee shops, athletic apparel stores, etc...building great relationships builds 
cross-purpose funnels between both businesses 

● Conversations - this will be a major theme that OPEX sees as critically important for 
smaller gyms. Gym owners must build out strong and consistent new prospect 
conversations. A way to look at this is to consider how many new people you've spoken 
to this month. If the number is less than 50, it’s not enough! 

 
You may have noticed that brand awareness wasn’t listed. In reality, OPEX Gyms will not be as 
globally understood as large chain group training gyms. OPEX Gym owners know this. They 
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aren’t expecting 20 people per month to come in wanting OPEX. While it exists in small pockets, 
it’s not something that will dramatically move the marketing needle forward. 
 
How Does the Model Earn More Profit? 
 
OPEX Gyms, like the rest listed here, run a monthly recurring revenue (MRR) business model. 
OPEX Gyms should see their revenue and subsequently their profits, continue to increase until 
they don’t have enough coaches to support their client demand. As in other brick and mortar 
gym models, there is facility constraint, so once the clients have maxed out the space of the 
facility, the OPEX Gym owner either works prices higher or looks for a new space (or both!).  
 
Many OPEX Gyms work for a 20-30% operating margin. That means if the OPEX Gym was 
earning $80,000 in revenue, it would want to earn between $16,000 and $24,000 per month. 
Again, this is as the business that is getting into the maximization area which is not right when 
the business opens. Revenue must be built to overcome the baseline Selling, General, & 
Administrative (SG&A) expenses to get to break even, but once that break-even area is reached 
each new client that walks in adds to the profit margin until the maximization of revenue (a full 
facility at maximum willingness to pay pricing) occurs.  
 
 
How Scalable, by Definition, is the model? 
 
OPEX Gyms have proven capable of earning approximately $650,000 in annual revenue when 
they get into the 150 client range (clients paying approximately $365/month) or have a high 
price point - nicely over $400/client. If an OPEX Gym maintains the 20-30% margin on their 
business, that looks like $150,000 to $225,000 in profits to the business. 
 
Additionally to owner profits, most OPEX Gym owners work in the traditional coach/owner 
capacity where they also coach clients. If the owner coached 20 of those 150 clients, they’d 
earn an additional $35,040 in coaching commissions annually. 
 
In total, that is somewhere between $185k and $260k in cash flow that the OPEX Gym owner 
would choose how to reinvest in their business or put into their pocket. 
 
For OPEX Gyms who have 80 clients paying $300/month, that looks like $288,000 in revenue 
which turns into approximately $57,600 to $86,400 in annual profit.  
 
That means, if the coach/owner coached 30 of the 80 clients, they’d earn an additional $43,200 
in coaching commissions - if they earned 40% on each client. 
 
In total, that is somewhere between $100k and $130k in cash flow that the OPEX Gym owner 
would choose how to reinvest in their business or put into their pocket.  
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Hybrid Training and Its Tradeoffs 
 
Now that all of the previous models have been discussed and since the concept of a globo gym 
has been described in some capacity, it’s time to discuss a hybrid model. The hybrid model 
started coming into the micro gym space as more and more gym models and brands opened 
their doors in the mid-2010s. Other versions of hybrid existed before that, but fewer gyms 
attempted them and the business gurus of today weren’t touting them.  
 
Particularly as gym owners found themselves in more warehouses, large sq footage gyms that 
weren’t full of people all day, hybrid models emerged as a hopeful move for gym owners who 
couldn’t figure out how to maximize their initial models. It’s important to note that many hybrid 
gym owners aren’t doing it because they want to do all of these services, per se, they’re doing it 
because they aren’t making enough revenue in their main service offering. It is OPEX’s opinion 
that a gym owner should find the model that they can do most effectively with the smallest 
facility to not waste money on rent each month. OPEX isn’t against additional revenue streams 
at all, but we are against wasting both space, as well as focus on doing more than one model. 
For a hybrid model to work in the long-run, each model within the four walls of the hybrid gym 
must improve and serve clients very well. 
 
Firstly, let’s lay out some of the types of hybrid models that exist in the micro gym space. They 
are laid out by whether the gym owner is likely (not assuredly) building a model for a specific 
purpose or if they are falling into a hybrid model because they have to find revenue. In reality, all 
of them could fall into any of the three categories, but OPEX often sees models built this way: 
 

● Proactive Hybrid 
● Personal Training + Semi-Private Personal Training 
● Group Training + Personal Training 
● Group Training + OPEX Individual Design 

● Reactive Hybrid 
● Group training + “everything” else - ever heard of a group gym who always runs 

challenges or weightlifting/gymnastics/mobility/strength/etc... courses/classes 
● Unknown Hybrid 

● Something and Remote Coaching - perhaps group + or personal training + 
 
Are their others? Absolutely. However, most hybrid models do exactly a version of the bullets, or 
they do a derivative version of one of the bullets. 
 
Hopefully, you noticed that all of these hybrid versions are done in almost all globo gyms. This is 
critical to understand because if a hybrid model gets lumped into the same category as a globo 
gym, they will almost assuredly lose in these areas: amenities, food/drink, facilities, 
convenience, child care, price point (being low), and variety. 
 
If a hybrid gym owner says we win because of community, they must be asked exactly how they 
are winning there. If they simply feel that they win on the community, they’ve already lost. If their 
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clients stay with them longer on average, if they pay them more, and if the micro gym has no 
trouble acquiring more clients, they may be right. But, make no mistake, large globo gyms are 
not pouring money into training coaches/trainers, and they are all offering more community-
based classes in their gyms to expand their addressable market size in their respective cities. 
 
That means that the hybrid micro gym must still have a strong local brand, they must provide a 
wonderful service that - via measurement - retains clients for longer periods, and they must earn 
high willingness to pay because they can’t scale as big as the globo gym which means they 
need to earn more per client, all things equal. 
 
 
Structure of the Model - how the service is delivered 
 
Most hybrid models are built on a base service offering. In many gyms, this is either personal 
training or group training of some sort. A bit more specifically, it’s usually small(er) group 
training because large group training often fills the whole space - or at least attempts to. 
 
Typically, that base service offering is where the majority of the gym owner’s focus lies because 
it brings in the most revenue. The other service is second fiddle to the main player, and that 
main player is very often what the gym owner believes will scale the fastest/easiest/most 
profitably.  
 
In the case of Group Training, plus Personal Training, most hybrid models use personal training 
as a mechanism to onboard clients and then send them to group. Personal training is still 
available, but it’s more of an add on to the base of group training because group training scales 
the number of clients more easily - lower price points, typically more client model awareness, 
etc. 
 
In the case of Group or OPEX, plus Remote Coaching, particularly after the virus because 
online coaching is exploding in popularity, the base service is typically the bigger revenue 
producer but the secondary service provides additional revenue and potential profit to coaches 
and the gym. 
 
 
Keys to think about in the model for the Business Owner 
 
This boils down to focus in some capacity. Often hybrid models fail to succeed because they 
split their focus between two subpar service offerings instead of figuring out one service and 
adding another quality service on top of it.  
 
Every business owner must ask why they have every service in their gym. If there is a subpar 
service offering, should it remain, should it go, should it be improved? Before that gym owner 
adds additional service offerings onto a base model, that base model needs to be solid. 
Certainly, by adding another quality service, it can help the base model, but from OPEX’s 
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experience, that isn’t generally the case when the base model is a losing model - i.e. doesn’t 
make a profit and/or can’t retain members. 
 
Some additional keys a gym owner must ask themselves if they decide to go with a hybrid 
model: 
 

● How are they tangibly better - in terms of retention rate and willingness to pay - vs 
heavily financed globo gyms and other very clear/niche micro gyms 

 
● Does adding a service allow more total revenue to enter the gym - all things equal if a 

gym owner ran group classes, could they add additional revenue without needing 
additional (or sizable) fixed costs to their ongoing cost structure? 

 
● Does that additional revenue, if realized, turn into more operating profit - Just because 

there is more revenue doesn’t mean there is more profit. Because micro gyms don’t 
have a huge scale like globo gyms, OPEX doesn’t recommend taking a hit on another 
service today to somehow scale the gym out of it to profit years from now. 

 
● Are they capable of delivering on both/all service offerings - this is the killer for so many 

micro-hybrid models. They get some clients but they can’t keep them. 
 

● Are they capable of marketing to either one specific onboarding package or multiple 
service offerings - this is another piece that generally hurts hybrid micro gyms. They 
were poor at marketing initially, and now it doubly shows when they can’t properly 
market - i.e acquire enough new clients - multiple service offerings. 

 
● Will it help or hurt the coaches in the gym - OPEX honors coaches, so that is our bias, 

but a baseline question that must be asked is whether or not coaches will stay longer by 
adding another service. Particularly in micro gyms who don’t have time or money to 
constantly be hiring new coaches, coach turnover can kill hybrids, any gym for that 
matter 

 
● Is it worth the additional work? Even if it brings in both revenue and profit, is the juice 

worth the squeeze? Is it worth the time that it’ll take to bring it in? For gym owners who 
are in a bad financial place, they need to refer back to why their original model isn’t 
working. Adding something to a very shaky foundation likely won’t fix the initial problem. 

 
Certainly, there are unique questions and tradeoffs depending on which hybrid type a gym 
owner is going to do, but they fall essentially into one of the above buckets. 
 
 
Initial Investment for the Business Owner 
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For most hybrid gyms that incorporate small(er) group training, the same initial investment as 
shown in that section would apply. 
 
For most OPEX-styled + PT or Remote Coaching, the same initial investment as an OPEX Gym 
would apply. 
 
For a new type of hybrid model, it’s likely going to be in the ballpark of a small(er) group gym 
with additional expenses for the facility and/or branding costs in the beginning, but the 
equipment is likely similar barring a huge spend on ultra-high-end gear. 
 
 
Ongoing Costs for the Business Owner 
 
Ongoing costs are generally similar to a combination of small(er) group training, plus personal 
training - which is similar to an OPEX Gym - because they require coaching and facilities 
similar. That means a coach would earn a similar coaching percentage or an hourly wage. 
 
OPEX would still want to see rent be < 25% of the revenue that can be earned at a 
maximization point - not in the beginning.  
 
 
 
Size of Client Count Needed 
 
This widely varies depending on the specific hybrid model that the gym owner wants to 
incorporate. It boils down to the size of the facility, the model in place, and the quality/quantity of 
coaches that can be picked up. 
 
If a 3,000 sq foot facility gym owner wanted to do a hybrid group, plus personal training gym, 
they’d likely want to put 250-350 group members in - give or take - and their PT clients would 
mainly come from that 250-350 pool of people. Note that certain franchise models can put 400-
500 people into 2,000-2,500 sq feet without a hybrid model. 
 
If a 2,000 sq foot facility OPEX Gym owner wanted to include PT, plus Remote Coaching, 
assuming they could handle their focus well, they’d want to put 125-150 clients into the gym 
doing the OPEX Method and they’d pull their PT sessions from the gym. They’d then be able to 
add an unlimited number of remote clients assuming they had the quality/quantity of coaches 
necessary to serve them. That model does take a lot of focus from the owner, so it’s not a 
simple implementation by any means. 
 
 
Price Point for Clients 
 

73



In reality, because there is an unlimited number of hybrid scenarios, it’s best to refer back to the 
specific sections on price points and work to earn those price points with clients. 
 
 
General Retention Expectations 
 
Again, because there are so many examples of hybrids and because so many are done well 
and so many are done poorly, projecting retention statistics are hard.  
 
However, from our research, it would seem that adding personal training to group, when 
executed well with care, the group retention percentage (knowing they now have a 1:1 
touchpoint) increases by multiple percentage points per month. 
 
In an OPEX model which includes remote coaching, clients who would have otherwise churned 
out can go remote if they had to move or change jobs. That, by itself, helps lengthen retention 
times, but it doesn’t mean that clients who come in remote only will retain as well as in person. 
In fact, OPEX would expect that retention percentage to be more in line with other remote 
coaching percentages. 
 
 
General Marketing Tenets Used 
 
This goes mainly back to the priority service offering in the model, but the add on or secondary 
offering can serve as sides or sales add ons or potentially onboarding of clients.  
 
All of the prior methods discussed in the previous sections immediately come back into play 
here. 
 
 
How Does the Model Earn More Profit? 
 
Similar to all of the previous sections, more clients who pay more money per month/year with a 
lower cost structure will earn the gym more profit 
 
 
How Scalable, by Definition, is the model? 
 
This very much depends on the model, the size of the facility (or the owner’s appetite to own 
multiple facilities), the client’s willingness to pay, the retention percentage ongoing, and the 
gym’s ability to bring in larger and larger numbers of new clients monthly. 
 
By adding another service, it does open the possibility of bringing in more clients, but it’s 
critically important to note that adding a service that takes up additional gym space must be 
factored into the initial cost structure because that space costs money. The gym owner must 
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make sure that the model they run, hybrid in this case, actually puts them into a better short and 
long-term position financially, team-wise, and fulfillment wise otherwise it’s a failure, business-
wise. 
 

Facility Sizing and Tradeoffs 
 
The size of your facility must be largely based on the model you are in. We will discuss various 
models and the square footage considerations inside of them. 
 
Globo Gym 
Because these facilities “offer it all”-weight training, functional fitness areas, basketball courts, 
swimming pools, cardio rooms, group fitness classes, etc, they will likely have to be very large 
facilities to allow for the above. Generally, these facilities are anywhere from 10-50,000 square 
feet. 
 
Large Group  
 
Due to potentially high amounts of clients on the floor at  any given time using barbells, rowers, 
squat racks, pull-up bars, etc-you may need 5,000-10,000 square feet to run this model 
effectively.  
 
In the large group model you can anticipate having 20 + clients and multiple coaches on the 
floor at any given time, so space is needed. 
 
Small Group 
 
Similar to the large group model, we have to consider not only the bodies on the floor but the 
equipment that those bodies are using. 3,000-5,000 square feet is an adequate amount of 
space to accommodate 8-12 clients on the floor at any given time. 
 
Personal Training/Individual Design 
 
The  sweet  spot  for these models is between 2,000-3,000 square feet. You can get  away with 
a facility this size with the same amount of clients on the floor as small group because of WHAT  
your clients are doing. If you don’t have 12 people on the floor at  the same time using the same 
equipment, you simply do not need as much space. 
 
Before deciding the appropriate square footage for you facility, consider what you will be doing 
in 3-5 years. This is especially important if you are locking  yourself into a 3 + year leasee with 
your  facility. 
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Acquiring Clients 
 
In this section, new client acquisition is the name of the game. Like any other well functioning 
system, great gym owners must prioritize acquiring clients (as much as retaining clients) 
because a consistent sales funnel of new clients is critical to the ongoing success of the 
company. 
 
This section discusses the key principles that have proven valuable to all gym models at 
acquiring new clients 

 

Conversations are Everything 
 
 
In this section, new client acquisition is the name of the game. Like any other well functioning 
system, great gym owners must prioritize acquiring clients (as much as retaining clients) 
because a consistent sales funnel of new clients is critical to the ongoing success of the 
company. 
 
This section discusses the key principles that have proven valuable to all gym models at 
acquiring new clients 
 
Conversations are Everything 
 
Conversations are the key to all aspects of sales and marketing. Whether the focus is about the 
words that you’re using, the number of conversations you’re having, the channels you’re having 
those conversations in, or something else, every time a gym engages its audience, it’s having a 
conversation of some sort.  
 
The most successful client acquisition gyms have more and more unique conversations with 
their people. That means they speak to their prospective audience - meaning people who may 
buy at some point down the road - a lot. Many owners hope that clients come to them. The best 
gyms go out and bring in new clients proactively. Once the great gyms engage in some form of 
a conversation, they learn about the prospect in front of them, and they tailor the rest of that and 
future conversations more and more into what the prospects want and need - which moves that 
prospect to buy faster and more often. 
 
Within the conversation discussion, there are a few main ways that must be discussed: 
 

● In-person, conversations face to face 
● Conversations through your existing clients 
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● In-person partner + event conversations 
● Online organic conversations 
● Paid media conversations 

 
It’s important to break these into buckets because gym owners have different capabilities within 
each of the buckets. Understanding those capabilities and tactics will draw in more sales 
conversations. In future sections, more specific tactics will be discussed on how to convert 
people within those conversations 
 
In-person conversations face to face 
 
OPEX will always begin here because the better that a gym owner can get into and through an 
in-person conversation, the better they will be able to sell, and we’d also argue the better they’ll 
be able to take care of their people. 
 
The reason why in-person conversations are so important is that they expose key 
strengths/weaknesses in the team (owners/coaches/staff) having them. If somebody can 
engage somebody whom they don’t know effectively, the rest is pretty easy. It’s challenging for 
some people to feel bold enough to start a conversation with people they don’t know, but it’s 
critical to building a loyal and wide-spread brand. It’s also critical to getting enough time with 
folks whom an owner wouldn’t have otherwise gotten to speak to. 
 
Some examples of where in-person conversations can organically be created are: 1) any coffee 
shop or restaurant, 2) any store be it a grocery store, retail, outlet, etc. 3) on a hike, 4) on a 
train, plane, boat trip, 5) at the library, 6) at any local event (more on this later), 7) at a park 
 
So often, OPEX hears gym owners whine about not getting enough leads. Our first question is 
always about how many conversations they had that month with new people. Most gym owners 
don’t even know where to start, and the other gym owners rarely have numbers over 1-3/month. 
Gym owners must recognize that acquisition is a numbers and quality/connection game. The 
more people a gym owner speaks to within their target market, the more prospects they’ll 
generate.  
 
How to have the conversation does depend on the situation, but some advice that always 
benefits everybody who reads/hears it is: treat the potential client as the hero. So many coaches 
try to get into a conversation and then only talk about themselves. Owners/coaches must get 
into meaningful conversations that will almost always start with something in common to the two 
parties, go into what the other party (prospect) cares about, and then grows into the starting 
point of a relationship. 
 
Each of the rest of these subsections is intended to produce the same sort of starting point of a 
relationship, but they are based in slightly different areas. 
 
Conversations through your existing clients 
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Aka “Referrals” or “Reviews online.” The more that gym owners speak with consistency to their 
clients, the more their clients relay that message to their friends. That means that there must be 
a significant number of similar conversations with clients month in and month out.  
 
Of course, the better a gym coaches and engages their clients, the more referrals they’ll expect 
to have. Additionally, there is tremendous power in a gym owner narrowing down the message 
that is being articulated to all clients - meaning each coach and staff member must also follow 
the messaging and language - so that the message that gets out to brand new people is very 
consistent no matter where it’s coming from. 
 
And, what will begin to sound like a broken record, the more conversations had with clients, the 
more likely referrals will be. When the message is consistent, the higher the sales prospect 
count will be and the more people will close as new clients. 
 
In-person partner + “event” conversations 
 
There are a plethora of opportunities for gym owners to put themselves in front of groups of 
people. Some of the notable examples are 1) lunch and learns, 2) corporate events, 3) local 
events or running clubs, etc, 4) larger conventions, 5) local partnerships with other businesses, 
6) networking or networking groups (if real relationships can be built). 
 
The idea here is that gym owners must put their brands onto a stage that allows people to get to 
know the brands and them better. Whether the gym owner sets up these get-togethers, events, 
networking opportunities, or whether they take part in them, they are wonderful avenues to build 
brand awareness. 
 
Often these conversations don’t lead directly to sales, but if done well, the gym owner can 
acquire contact information to reach out to these folks afterward. Principally, that just means 
that it’s advertising/marketing that turns more specifically into a 1:1 conversation whether it’s 
through email, on the phone, or in person. 
 
Online conversations organically 
 
Think of this as social media direct messages, posts, stories, live, tv, YouTube video posts, 
lives, etc. The medium is merely something that has the potential to speak to tens, hundreds, or 
thousands of people in your local area. This type of conversation is now a very real and 
important form of brand awareness building - if a gym owner goes out to people - as well as 
interest building. Often the conversation shifts from social media to either email, text, call, or in-
person to sell a gym membership, but the work done on social eases the road to these sales. 
 
In today’s world, it’s very difficult to build a known local brand without some version of a social 
media presence. 
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Additionally to social media, web presence, plus google my business presence is massively 
important to most gym owners. Web presence means that a gym’s website must be searchable, 
plus convertible - meaning people must be able to find it through search engine searches locally 
- and the site must effectively nurture people through the buying cycle so that they feel excited 
to make a buying decision. 
 
Google my business is something very unique to Google, but it’s extremely important now. 
Google has built its search engine to function very effectively for people to search locally. Local 
businesses must fill out a Google my business page so that their gym’s information sits in local 
searches within google - i.e Google doesn’t want the searcher to leave the Google platform, so 
they want as much information to remain in the platform as possible. That means gyms want to 
have their info there because so many searchers will be there. 
 
Certainly, there are other forms of online conversations - perhaps a gym owner writes a blog 
article that sits on a local website that many people will read every day, perhaps local blogs are 
written about the quality of the gym service, perhaps sites like Fitt.co have local sites that 
feature a gym owner’s gym. However, somebody is found without paying for digital ads would 
fall into this category of conversations. 
 
 
Paid media conversations 
 
This falls into one of a few main buckets of paid ads: 1) paid social media ads, 2) paid Google or 
other search engine ads, 3) paid partnerships with other sites/blogs to run articles a gym owner 
wrote, 4) paid news story or magazine ads local to the gym owner’s gym, 5) YouTube ads. 
 
There are many forms of paid advertising online, but there are also many forms of traditional 
advertising that a local gym owner has in their arsenal: 1) local tv spots, 2) local radio spots, 3) 
hard copy print media ads, 4) paid sponsorship of events, 5) billboards in local areas, 6) paid 
signage or fliers, 7) paid mailers, 8) paid ads that go into restaurants or local places. 
 
In the local gym world, most gym owners lack the funds initially to pay much for ads, and most 
gym owners who have paid for ads have found that they don’t produce amazing results. Please 
don’t mix the message of gym owners haven’t gotten good results with ads don’t work. That’s 
not the case. What’s important to think about is what the ad is designed specifically to do, and 
does the ad accomplish that exact thing. Many paid ads are not designed to close sales, they 
are designed to build brand awareness, drive traffic to websites or social channels, or acquire 
email addresses or phone numbers. After that ad does its job, this is where most gym owners 
drop the ball. They either don’t follow up with those leads or they don’t have quality social/web 
pages so people bounce off of their pages, or they don’t have a good sales system to walk the 
prospect through to ultimately close them into being a client. 
 
All of these avenues listed are merely conversations. The more conversations gym owners have 
with the right people (target market) at the right time (buying cycle stage messaging) with the 
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right message, the more people will sign up for their service(s). As the buying cycle and 
language are discussed, the picture will become clear on the tools that every gym owner has 
and when those tools should be deployed. 
 
 

Defining Your Marketing & Sales Funnel And Running It 
 
Throughout CCP and the rest of Accelerator, the buying cycle will be discussed as the main 
visual all great marketers fall back on. Per the previous section on conversations, the right 
message may not be the right message unless it’s said to the prospect at the right time. Nobody 
wants to be hard sold on a gym before even knowing that that particular gym exists. The buying 
cycle exists because potential clients all have the same approximate psychological pathway to 
feeling good about a buying decision. 
 
As a quick reminder, here is the buying cycle: 
 

● Attention = Awareness 
● Pre-Commerce = Consideration = Interest 
● Commerce = Decision/Demand = Sales 
● Post-Commerce = Delight = Referrals/Reviews 

 
The circular nature of the buying cycle means that all forms of conversation have a direct or 
derivative connection to the other parts of the buying cycle. What you post on a gym’s website 
may be seen by somebody who is a long-time client or a first time viewer. If a long-time client 
refers to somebody who has never heard of the gym, that’s two very different stages for those 
people. The goal of a well-crafted funnel - i.e strategic way of getting people to move through 
the buying cycle so that more people end up as clients - is to get more people into the top of the 
funnel. 
 
To build a quality sales funnel, it helps to go from bottom to top. A gym owner must begin with 
what service they’ll ultimately want their clients to sign up for. Let’s say that example is OPEX 
Individual Design, the gym owner must walk through each step their unique target market must 
travel through to psychologically come to a buying decision (we’ll leave referrals and post 
commerce off of the table for the moment).  
 
Please note that unique target markets will walk through slightly different emotional steps, but 
the broad pathway will be pretty similar. 
 
For somebody to sign up for a, let’s call it, $300/month individual design service, they must have 
done some thinking - in most cases haha: 
 

● They must be able to pay $300/month, have the time, know apx what they want to 
achieve, and be ready to pull the trigger 
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● They must believe this particular gym is the best place for them to receive individual 
design to reach their goals and enjoy their training 

● They must want individual design training 
● They must want to train or be healthier/stronger 
● They must recognize that they aren’t where they want to be with health/wellness - for 

whatever reason 
 
Notice how the top bullet is the last point that somebody would likely come to in the sales 
consultation, ie they are making the buying decision. The bottom bullet has absolutely nothing to 
do with the gym, it has everything to do with somebody becoming aware of something that 
doesn’t feel quite right. When they become aware of that, they begin to look for ways to 
fix/improve what is not balanced properly. Based on what they find online, in person, or from 
their friends, they begin to research the broad idea - i.e, they wouldn’t immediately say “I want 
OPEX,” they’d say “I need to do fitness.” Once they know they want fitness, they need to figure 
out what kind of fitness they want. When they recognize that they want a 1:1 coach they will ask 
themselves “who delivers this 1:1 coaching service the best out there? It’s at that moment that 
OPEX really should come into the fold. If the person does their research and has conversations 
with OPEX and says “I’m interested in this, then the realities set in of “can I pay for it, do I have 
time, etc." 
 
This is a very common set of steps that all prospective clients walkthrough. Great gym owners 
think about the buying cycle and these psychological steps as they plan out how, where, when, 
and how they will have conversations that will turn into clients. Remember as well, the “who” is 
the target market that the gym owner has already defined. The “what” and “why” really fall within 
the context of the how/where/when portion of the funnel. That means all of the who, what, when, 
where, why, and how are covered within a well-constructed sales and marketing - acquisition - 
funnel. 
 
To briefly touch on the top of the funnel - the bottom bullet above - the gym owner simply needs 
to put quality content/conversations that their target market finds valuable and will find them. For 
example, if a gym was located in a fictitious world that didn’t have internet, it would be foolish to 
do all of a gym’s marketing through a website. While that example might sound absurd, far too 
many gym owners are doing one of two things that harm their marketing efforts: 1) putting 
content out into places where their specific target market doesn’t “live,” or 2) not “sending” the 
content out to their people. For example, if a gym owner writes an awesome blog, but they don’t 
think about the specific search terms that their prospective clients are searching for, those 
prospects will not find the article. If the gym owner doesn’t share that article on social media, 
have their connections share it, hashtag it, etc., few to no people will find it. Remember 
something important, just because content is written doesn’t mean it’ll be found. It’s up to the 
gym owner to drive that content to new potential clients. This is where ads, SEO, using 
hashtags to get your content into different audience groups, getting shares, etc are very 
important for the content a gym produces. The goal of most awareness campaigns is to get 
potential clients to like pages, follow people/pages, get to the gym’s website, and sometimes to 
opt-in for either a newsletter or a piece of content - keeping in mind that that piece of content 
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that the potential client would opt-in for would need to be more global (something they already 
understand and want to consume) as opposed to something talking about the service or 
something they wouldn’t yet understand. 
 
Building interest makes a massive assumption - that people already know who the gym is. 
Awareness can lead to interest and in seconds, but awareness must exist before building 
interest properly. This is important to think about because too many local gyms talk too much 
about their service before “getting to know a potential client.” Remember that the potential client 
is the “hero” and they need to go through the buying cycle stages at their speed. Interest is often 
accompanied by gaining information about the potential client or engaging them on social media 
or YouTube. On the web side, it’s often where people have read an article or two and now have 
signed up for either a newsletter or deeper piece of content they’re interested in. That allows the 
gym owner to create a “drip” email campaign that gives helpful information as well as building 
the case for - in the OPEX case - individual design/personalized fitness which would then work 
to differentiate the OPEX Gym as the best place to do that individual design training. On social 
media, this is where engagement would happen to build interest. If the gym does something like 
a giveaway or posts really useful content for the potential client, that potential client would 
engage with that post(s). The gym owner would then engage back with that person on the post 
or potential through direct messages. On YouTube, people are often more willing to watch 
longer-form videos, so the gym owner can do content that is a bit “bigger” than build interest in 
both individual design and then OPEX. The goal is to take somebody’s awareness and turn it 
into wanting the service of the gym and beginning to differentiate the gym vs the other 
people/gyms offering the same service. When they know they want the service and they believe 
they have the right coach/gym, they’ll “raise their hand” and request a consult (RAC) for a sales 
consult. 
 
Getting somebody to make a purchase requires that they are both aware as well as interested in 
your service. Sure, gym owners can move people forward through this whole lifecycle if they 
meet them in a coffee shop, but the majority of clients will take more touchpoints and time to get 
there. At OPEX, we believe that the more expensive the service, the more likely it is to require a 
human sales consultation - likely a phone call first followed by an in-person sales consult. When 
a person moves through the interest stage and RAC’s in, they are saying, “I’m ready and I want 
to make a decision.” The gym owner shouldn’t have to fully walk them back through each of the 
previous stages. The gym owner should zone in on 3 main things: 1) Is this person a good fit for 
the gym - the pre-qualification (pre-qual), 2) What is the best way for this person to start, 3) How 
to get them to close the deal. The pre-qual often happens on the phone where the gym owner - 
or salesperson - leads the call and asks some strategic questions to figure out things such as 
“can this person pay for the service, are they serious about starting now, are they a good 
cultural fit for the gym.” If the answer is yes to that, they often invite them into a sales consult to 
“check out the gym.” It is here where the salesperson learns even more about the client, walks 
them through the value proposition based on what the potential client wants to do, overcomes 
any objections, and then attempts to close that potential client into a paying client based off of 
the right starting point for that client. In the buying stage, it’s important to be very clear on what 
onboarding options the gym has. If the gym brings every new client into a foundations group 
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class, then that needs to fit for the potential client. If the gym - like OPEX Gyms do - onboards 
people either through a 4-week trial or into a longer-term contract (both options begin with a 2 
session consult/assessment 1:1 with their coach), it’s much easier to stay focused on where the 
potential client needs to “go” in the sales consult. Assuming the potential client moves through 
all of these steps and says “I want to go,” the salesperson signs them up for the proper 
onboarding/contract, fills everything out to get them going, has them sign waivers, etc, and sets 
the right expectations for next steps. The goal of this stage is to have the potential client swipe 
their credit card and ultimately become a contracted client. 
 
Once the potential client has become a client, they must be taken care of beautifully so that they 
enjoy the service, make progress in and out of the gym, give the gym high NPS scores and 
reviews online, and most importantly refer new clients into the gym. Make no mistake, every 
session coached, every program written, every consult had is a marketing opportunity - not a 
used car salesman marketing opportunity, but a way of building brand affinity and raving fans. 
The goal of this stage is to earn a lot of referrals each month. 
 
The best gyms who produce the most new clients, regularly are very clear what their message 
is at each stage of the sales funnel and they’re very consistent at delivering that message over 
and over again to as many people as possible. Marketing at a local gym level isn’t super-
complex - though it can feel that way at times. No, where most gym owners miss the ball is that 
they go deer in the headlights and never find consistency of conversations at each section of 
the funnel and/or they don’t have quality processes/systems in place to do things like 
quality/consistent sales consults. 
 
Before reading/moving further, map out the sections of your funnel. What do you have in play to 
build each section today? What don’t you have in play? What are your top 1-2 priorities to add 
the missing links to your funnel? Take some time right now to look at that. 
 

 
 

Referrals Are Critical 
 
Bringing in referrals is beneficial in so many ways. Client fit is one of the most important things 
we must consider as coaches. If you have a client that is a great fit, it is likely their friends and 
family will also be a great fit for your gym. 
 
Most people prefer to do business with someone they know or someone they know of. Keep this 
in mind when considering client acquisition and ask yourself this question - is it easier to acquire 
a lead that has never heard of you or a lead that has only heard great things about you? This is 
why referrals are a critical part of your business. 
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Referrals are much warmer (meaning they are further along in the buying cycle) than a lead off 
the street. They are far more promising than cold leads, as the initial foot in the door part is not 
necessary. There will not be the same level of suspicion and reluctance to engage. Many warm 
leads will approach you, rather than you having to chase them. 
 
Also, consider your client acquisition cost (CAC) of these leads. There may be cases that you 
are spending $1.00-$3.00 for an email address to put into your CRM, whereas referrals have 
little to no CAC. 
 
The age-old question is, how do I get referrals? The answer is simple: ASK. You have to ask 
your clients for referrals and it is best practice to ask when they are most likely to give them to 
you. This could include a follow-up referral email based on a positive survey, during an initial or 
monthly consultation, or after they lost that 10 pounds they have been trying to get off for years 
or they accomplish their goal of that 200 pound back squat. Timing is very critical here. 
 
Remember that referrals are a critical part of your gym, no matter what model you are working 
in, referrals are much easier to close because they are warmer leads, and ask for referrals. 
 

Pitfalls Hurting Gym Owners 
 
It’s necessary to slap gym owners across the face with this information as much as possible 
because it’s a big reason why many of them fail to achieve the scale necessary to earn enough 
money to pay themselves and their coaches well for many years.  
 
Principally, gym owners fail to market enough. That simply means that they do not properly build 
a funnel that has conversations with their market consistently.  
 
More granularly, the issues are simple but catastrophic to gym owners: 
 
They fail to build a consistent referral engine - or they don’t do a good enough job with their 
clients to earn referrals in the first place.  
 
They fail to consistently put content out to their existing audiences - often this is through social. 
The content doesn’t need to be amazing or brand new every time. It must be consistent and 
consistently on message, though. 
 
They fail to put a consistent sales process into place. 
 
They fail to have enough conversations with people at each step of the buying cycle. 
 
Notice that the word “ads” isn’t listed here. While OPEX believes ads are a wonderful place to 
build awareness and interest in a local gym, those ads should not come before the message 
that works is designed/tested/refined, and ads should not come prior to email marketing 
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campaigns and a proper sales process is designed/tested/refined. If ads go into place too early, 
they are simply like burning cash in a fire pit. 
 
As with everything, the principles are where gym owners must begin. If gym owners want more 
clients, they must look discerningly at what they have in place today, and they must 
learn/implement the messaging consistency at the portions of the buying cycle where they are 
most in need. Typically, gym owners should begin as close to the sale as possible and then 
move their way up the funnel. For example: 
 

● If a gym owner doesn’t have a well-tested sales process, they must build it and improve 
it. If they don’t, it doesn’t matter how many leads they put into their funnel, those leads 
won’t close as sales.  

● If a gym owner doesn’t have a quality “offer” - onboarding - “product” it’ll be hard for that 
gym to consistently improve their sales process of conversion 

 
As an existing or new gym owner, begin with what’s closest to the sale and systematically 

improve it month in and month out. As it’s improving, continue to put more and more focus 

toward the top of the funnel. Please note that content and conversations must still be a part of a 

gym owner’s arsenal, but it’s only realistic to primarily focus on all parts of the funnel. This is 

where the gym owner ventures back to S → E → M → R and ensures that they are properly 

building out the right places of the funnel and learning how/where to improve them month in and 

month out. 
 
 

Retaining Clients 

Why Do Clients Leave & How To Keep Them. 
 
There are a lot of reasons why clients may decide to end their contracts early, pay a 
cancellation fee, or not renew. Below are the top three reasons we see clients leave and how to 
keep them. 
 
Not Seeing Results 
 
This one may seem obvious but is often overlooked by coaches and gym owners. The work 
does not stop when you get clients into your gym, now you must use your knowledge to get 
them to where they want to go. When people sign up for your gym, they do it with a specific 
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outcome in mind-it is your job to agree on a plan, connect them to that outcome, and give the 
appropriate prescriptions to get the results. 
 
If your clients are not seeing results, examine the prescription to determine if it is the correct 
one, have a conversation to ensure execution of those prescriptions, and share the plan to 
connect them to what they are doing and the why’s behind it. 
 
Loss of Connection 
 
Loss of connection usually equals a loss of trust. If your clients do not trust you they will leave. 
Ensure you not only have the ability to consistently connect with your clients off of the gym floor, 
but you are consistently performing those consultations. Use these conversations to build your 
coach/client relationship, connect them to their goals, ask them questions, and be empathetic to 
how they are feeling, even if you do not agree with it. 
 
A lot can be learned by the coach and client through conversation. Trust is built through 
conversation, not a program design. When trust is there, connection usually follows. 
 
Not Having Fun 
 
Fun, results, and building relationships go hand in hand. If your clients aren’t enjoying exercise, 
they will likely be less compliant, will lose trust, not see results, and eventually leave. Ensure 
you listen to your clients when they give you feedback, share their goals, etc-do not just hear 
them. 
 
The best way to understand if your clients are enjoying their fitness program is to simply ask 
them. It is our job as coaches to give clients what they need, what they can safely execute, and 
what is going to ultimately move them closer to their goal(s). You must take the time to have 
these conversations and link exercise directly to their goals. 
 

Metrics 
 
Anybody reading this knows how important metrics are, at least in OPEX’s opinion. Without 
metrics, there isn’t a search for business truth. The reason we don’t define it as “truth” is that it’s 
not always completely straightforward what metrics mean. Retention percentages - assuming 
they are calculated properly - tell how many clients were churned out the prior month/year, but 
why did those clients leave?  That is where the search comes into place?  Outstanding gyms 
are very clear about what the numbers say, but they realize that underlying business conditions, 
business decisions, and the team’s execution are what lead to those metrics. There is always 
an ongoing investigation of what the metrics mean, but that analysis, when done consistently, 
provides invaluable information to the business owner to upgrade their business on both the 
retention and acquisition sides of the coin. 
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In this section, there isn’t going to be a specific reiteration of the CCP metrics. If there is a need 
to re-hit those metrics and definitions, please refer back to the latest CCP Course books, notes 
and videos. 
 
The rest of this section is designed to hit into some more gym owner metrics that are critical for 
longer-term success. 
 

The Game is Equity Which = Net Worth 
 
Anybody reading this knows how important metrics are, at least in OPEX’s opinion. Without 
metrics, there isn’t a search for business truth. The reason we don’t define it as truth is that it’s 
not always completely straightforward what metrics mean. Retention percentages - assuming 
they are calculated properly - tell how many clients were churned out the prior month/year, but 
why did those clients leave? That is where the search comes into place? Outstanding gyms are 
very clear about what the numbers say, but they realize that underlying business conditions, 
business decisions, and the team’s execution are what lead to those metrics. There is always 
an ongoing investigation of what the metrics mean, but that analysis, when done consistently, 
provides invaluable information to the business owner to upgrade their business on both the 
retention and acquisition sides of the coin. 
 
In this section, there isn’t going to be a specific reiteration of the CCP metrics. If there is a need 
to re-hit those metrics and definitions, please refer back to the latest CCP Coursebooks and 
videos. 
 
The rest of this section is designed to hit on some more gym owner metrics that are critical for 
longer-term success. 
 
The Game is Equity Which = Net Worth 
 
There is a significantly longer accounting conversation in part 2 of this course, and we purposely 
left it farther into the course because it often takes gym owners some time to wrap their heads 
around it. If you’re in that bucket, don’t worry, you’ll get there through this course + ongoing 
practice. 
 
Within accounting reporting, equity (aka “Book Value”) is simply Assets minus liabilities - 
remember that the accounting equation is Assets = Liabilities + Equity. Equity is very akin to a 
company’s net worth. It’s important to see the difference between a company’s net worth and a 
potential valuation with which it might be able to sell for today or into the future. 
 
Equity is literally what the company is worth in that it simply takes total assets minus total 
liabilities. There is no direct connection to what might happen in the future 
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A company valuation seeks to put a value on the company based on what the company will 
bring in in free cash flow - profit for most small businesses - in the future.  
 
The reason this is important is that many gym owners are unclear what the purpose or goal of 
building equity is. The way OPEX would like a gym owner to look at equity is as net worth as 
well as relative to both the assets and liabilities. At the end of the day, a gym owner wants to 
grow their equity year in and year, and as the gym matures, they want to increase that equity 
around 10-20% each year forever. Is that easy to do? No! It’s still the goal. 
 
Prior to putting some numbers to this, equity relative to assets and liabilities becomes much 
more clear in this example: 
 
Let’s say that a new gym opens its doors and they have $0 in revenue and a $10,000 cost 
structure per month - including rent, payroll, insurance, everything else. Now, let’s fast forward 3 
years. The gym is earning $25,000 per month in revenue and the cost structure is now at 
$20,000 per month. In the initial example, if the gym owner wanted to keep 6 months of 
operating expenses in a safety net - meaning the gym wants to have enough cash in order to 
weather a $0/month revenue for 6 months - the gym would have to have $60,000 in cash in the 
bank. Fast forward 3 years. If the gym still wants to maintain 6 months of operating expenses, 
it’s no longer $60,000, it’s now $120,000. What happens to most gyms, though, is they don’t 
have 6 months of operating expenses in the beginning. Let’s give them the benefit of the doubt, 
however, and say they have $30,000 in the bank - 3 months. They build what appears to be a 
great business, but they still only have $30,000 in the bank. They now only have 1.5 months of 
operating expenses. If there is any substantial hit to revenue, this gym business is at high risk of 
going bankrupt. Many gym owners from 2010 to 2020 didn’t have this issue and then COVID 19 
hit. Gyms went under dramatically quickly. That didn’t have to happen. The reason for this is 
because the business never built equity in the business.  
 
How does any business, not just a gym, build equity - which we’ll discuss how that can/should = 
cash - consistently? 
 
Starting financials 
 

● Cash (assets) - $30,000 
● Debt (liabilities) - $0.00 
● Equity (assets minus liabilities) - $30,000 

 
Over the first year of operation, the gym earns $20,000 in profit - after paying the owner/coach a 
coaching commission. The assumption will be made that the business - in most cases, the 
business will be a pass-through legal entity, something such as an LLC, which would pass the 
profit and associated taxes to the owner’s personal tax form - will pay 35% of that profit in 
federal, state, and local taxes. That means that, right off the bat, $7,000 is gone, leaving 
$13,000 in net profit.  
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The owner has a choice in terms of what to do with that profit. Put it in their pocket, leave it in 
the business, or do something in the middle. This shouldn’t be a random decision that the 
business owner decides on. This should be part of the longer-term strategy to grow - or not - the 
business. OPEX believes that reinvesting that money back into the business must create a few 
very important milestones for the business: 
 

● The business must have enough cash to weather tough storms - OPEX would love to 
see gyms get to 4+ months of operating expenses in cash. Ie, if all expenses, coaches 
included, were added up, and if no revenue came in, the business could survive. 

 
● The business built enough cash to do projects that would strategically help grow it - this 

may be to build enough cash to open another gym, buy a building to control rent, etc. 
 

● In the longer term, the money that is retained (“Retained Earnings”) in the company is 
able to earn a consistent return on equity (ROE) - sometimes referred to as return on 
investment (ROI) - amount. This math is essentially the profit divided by the total equity 
in the company. 

 
Now, all of this assumes that the business owner wants to make the business safer and 
stronger, and we can’t simply assume to know what the owner wants. However, assuming the 
owner wants to own this business for long enough for it to become a true asset - i.e sellable or 
able to produce cash flows to fund retirement - equity and assets should be grown to the 
business, not just to the owner.  
 
In the case of the $20,000 in profit, with the $13,000 in profits, OPEX would recommend 50+% 
of that profit remain in the business. If 50% was put into the pocket of the owner, and 50% was 
left in the business, the business ends the year with: 
 

● Cash (assets) - $36,500 
● Debt (liabilities) - $0.00 
● Equity (assets minus liabilities) - $36,500 

 
The ROE this year was a solid $20,000/$30,000 = 67% 
 
In year two, the business should utilize its year one growth in MRR + its ability to invest in some 
more projects due both to higher operating cash flows and the additional $6,500 in cash/equity 
in the account. If the business owner executes on their year two plan, theoretically - and barring 
economic collapse outside of the business owner’s control - they should make more profit than 
they did in year one. 
 
Let’s assume the business owner makes $50,000 in profit in year two. After 35% taxes are paid, 
that leaves $32,500 in profits to be either distributed to the owner or put back into the company. 
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We’ll assume 50% of it is reinvested back into the company again. That now sees the end of 
year two looking like: 
 

● Cash (assets) - $52,750 
● Debt (liabilities) - $0.00 
● Equity (assets minus liabilities) - $52,750 

 
The ROE this year was 137% 
 
See how this game is supposed to be played? It’s always contingent on how well the business 
owner executes on their strategies mixed with how good the underlying economy is, but 
reinvesting back into a business is critically important. After the growth of the company has 
peaked in terms of growth rate, many businesses want to grow ROE by 10-20% each month. 
Large wall street companies would kill for 20% ROE year over year. That means that their net 
worth - remember this isn’t directly tied to their stock price in the short run - is growing by great 
percentages. Companies seek to grow their net worth just as much as individuals do. 
 
Let’s look at two specific examples to hit home on the difference investing in a business can, 
and should, be. The setup for the business is as follows: 
 
The business starts off with $20,000 in equity, which also equals its cash (assets). We’re going 
to look at 10 years of being in business as a way of showing the potential growing power of 
reinvesting back in the business. In both scenarios shown below, the return on equity 
percentage is the same each year. The only difference is how much money the owner removes 
from the company in the form of profit draws. 
 
NB: taxes are not factored in. 
 
Scenario 1 - the owner pays themselves 100% of the profit that comes into the company each 
year. 
 
Scenario 2 - the owner pays themselves 50% of the profit that comes into the company each 
year. 
 
Notice how the owner's draw changes year by year, as well as how the owner equity in the 
business changes - or not - each year over the 10 years. 
 
Scenario 1 - owner removes 100% of the business profit each year 
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Scenario 2 - owner removes 50% of the business profit each year 

 
The difference is stark. Even though scenario two initially sees the owner take home less in 
profit, over the 10 years, the owner still puts more cash in their pocket while also 5x’ing the 
amount of cash and equity in the company. The result of scenario two wins on all fronts. 
 
Now, it’s important to note one more time that the ROE percentage is all based on the amount 
of equity in the company. That means that the business must continue to learn, improve and 
grow. This growth doesn’t just happen because a gym owner opens their doors. However, when 
a business gives itself the opportunity through reinvesting in smart projects, it increases its 
likelihood of growing more significantly and consistently than if it doesn’t reinvest. 
 
Think of the decision on if and how much to reinvest in this light: 

91



 
In business, the goal is to invest money where there is the biggest asymmetric return for the risk 
taken. 
 
What does that mean? A business should constantly seek to invest its money in the projects 
that produce the best returns - long-term is the real aim - with the least likelihood of failure - i.e 
loss of the money invested. If an owner removes all of the profit from the business and doesn’t 
invest that money elsewhere, it earns 0 return. If the owner reinvests the money into the 
business and continues to seek outstanding projects with low(er) risk and high(er) returns, they 
will allow themselves to grow the company smartly. 
 
When push comes to shove, OPEX believes in reinvesting money into the gym until the 
business owner sees no future opportunities to earn additional ROE on that money invested. At 
that point, either the business owner can move the owner's draw percentage up - i.e put a 
higher percentage of the business profits into their pocket - sell the business, or look for larger 
investment opportunities - perhaps buying a building or opening another gym/business. It’s 
always up to the owner, but this framework should provide a lot of foundational benefit to any 
business owner. 
 
 
 

Acquisition and Retention Metrics 
 
Metrics will be discussed throughout the rest of this course because they provide a window into 
what is happening in the business. To keep the structure much more simple, metrics will be 
broken into two main topics - outside of pure financial metrics. Those buckets are acquisition 
and retention.  
 
In the second part of the course where an OPEX Gym model is broken down for an OPEX Gym, 
very specific metrics will be discussed, so this next small section will not doubly discuss them. 
This section will lay the contextual framework to what OPEX wants gym owners paying attention 
to broadly, regardless of the model they’re working to build. 
 
Retention Metrics 
 
There must always be a sense of absolute numbers as well as percentages because one tells a 
linear story - absolutes - and one tells a relative story - percentages. Having the linear and 
relative story in hand helps a gym owner understand their business much more clearly. 
 
In retention, there are a few keys that must be dug into 
 

● Total number of clients - by month 
● In the gym 

92



● Per coach 
 

● Total number of clients lost - by month 
● In the gym 
● Per coach 

 
Note - While clients who go on hold (OPEX only allows a one month hold which gets tacked 
onto the end of the client’s contract), OPEX measures holds as churn (retention loss) for 
retention purposes because many clients who go on hold ultimately churn out. That doesn’t 
mean, though, that a gym owner shouldn’t track holds closely and work to win them back 
 

● Percentage of clients lost - by month 
● In the gym 
● Per coach 

 
● Client lifetime value (LTV) - by month as an ongoing calculation 

● In the gym 
● Per coach 

 
NB: lifetime value intends to be aggregated across a coach’s book of clients as well as the total 
gym. It is a relevant metric for the gym to understand what each client is worth when they sign 
them up. If a gym has two years of data that says each client, on average, spends $2,000 (this 
is after all direct coaching, credit card, etc expenses are removed) if a new client signs up the 
gym would expect that that client would also spend $2,000. Some new clients will spend $1,500 
while others will spend $3,000, but if the average holds, that $2,000 should continue. Also, the 
longer the gym is in business, the higher the LTV should move. This should hold until around 5+ 
years in because the gym should be growing its client base and solidifying its true retention 
percentage. 
 

● Net promoter score (NPS) - ongoing 
● In the gym 
● Per coach 

 
● Client compliance in workouts - ongoing 

● In the gym 
● Per coach 

 
NB: this requires the clients to either check-in for a class or put results in for personalized 
fitness. If clients can’t or won’t do that, this metric is null and void. OPEX highly encourages gym 
owners to track this because it’s a forecastable tool to see if clients will churn out soon. 
 

● Client compliance in consults - ongoing 
● In the gym 
● Per coach 
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NB: if the gym model doesn’t do consultations, skip this, but it’s another forecasting tool to 
predict client churn in the future. 
 

● Client touchpoints with their coaching - by month 
 
NB: similar to the consult comment, if a client doesn’t have any one-to-one touch points with a 
coach, this is null and void, but OPEX would recommend that each client have a coach or a 
client liaison to keep track of their experience and help retention stay high. 
 
All of these metrics are either backward-looking guidance on how well the gym is retaining their 
clients, or they are future-looking metrics that have a probability of predicting clients who will 
churn out. When a gym is very clear on these metrics, they then move into improving the trend 
of each metric - as drawn on an ongoing chart. If the gym has a 92% monthly retention 
percentage after six months, it will set a goal of working from 92% to 94% perhaps. The more 
helpful, not overwhelming, data that a gym owner can get to support why the retention 
percentage is what it is, the more likely they will be to increase their retention thus increasing 
their client count, revenue and profit. 
 
One additional metric that isn’t listed but warrants a small discussion is that a gym owner, and 
her/his coaches, must constantly be talking to and learning from the clients in the gym. There is 
a treasure trove of information baked into a client’s feedback. Part of that feedback should 
happen in the NPS surveys, part of it happens in churned out client exit interviews, but a wealth 
of information should be gained week in and week out from existing clients. From that feedback, 
the gym owner has investable projects to make the gym better. 
 
 
Acquisition Metrics 
 
There are layers of acquisition metrics because there are so many different places where gym 
owners can now market. For this conversation, we’ll break it down into two buckets: 
 

● Global acquisition metrics everybody must know 
● More granular acquisition metrics which are helpful as the gym owner is capable of 

tracking them 
 
The global acquisition metrics must be understood at all times because they shed light on the 
overall success of new clients coming in. Those metrics are: 
 

● New clients - by month 
● In the gym 
● By coach 
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NB: for gym owners who have contracts, there should be notes of what contracts were 
signed/not so that the gym owner can better track what the market is most interested in. Also, if 
there is a multi-step process such as a trial that then converts into membership, the gym owner 
must track both the trials signed up for as well as the full memberships that those trials convert 
into. 
 

● New sales prospects (RAC’s - request a consult) - by month 
 
NB: it isn’t considered a RAC until the prospect says, “I am interested in becoming a client.” 
Until that point, the person is called a lead. 
 

● New leads - by month 
 
NB: for most every gym, to keep this stat simple, OPEX recommends counting the number of 
new emails acquired each month as new leads. Those emails acquired may be interested in 
your content or you may have met them at an event. They are a lead until they show tangible 
interest. At that point, they become a prospect (RAC). 
 

● Number of new conversations had - by month 
● In the gym 
● Per coach 

 
NB: this may sound like hogwash, but it’s a very powerful behavior/habit metric that will produce 
more leads/prospects/sales. As the gym has more conversations with people, the brand grows 
and the coaches/owners become more capable of selling themselves and their service. 
 
 
The more granular acquisition metrics, which are still very powerful, are simply that, more 
granular versions of the major metrics listed above: 
 

● Social media following + engagement + engagement rates - ongoing by month 
● Emails sent + open rates + click rates - by month 
● Number of sales calls had - by month 
● Number of in-person sales consults had - by month 
● Client acquisition cost (CAC) - per each new client gained 

● When LTV and CAC are known, the LTV / CAC ratio can be figured which is very 
powerful 

 
There are certainly more metrics, but it’s important to not get overwhelmed particularly at the 
beginning of a new business. Gyms should use the big global metrics and track them religiously 
so that the gym has clarity and can make better decisions. 
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Measure Behaviors And Actions That Matter 
 
We've alluded to the importance of looking at the right information as opposed to looking at too 
much - or no - information. But what is the right information? The metrics listed in previous 
sections as well as those listed in the OPEX Gym section are what OPEX sees as invaluable 
metrics. Why, though? 
 
It’s fairly intuitive to think about why having clarity on acquisition and retention can benefit a 
gym, but why not have 10 more metrics? Why not dig into every granular variable? 
 
The answer lies in opportunity cost to the gym owner and coaches. All things equal, it would be 
fantastic if a gym owner could download the metrics into their brain like Neo downloaded Kung 
Fun into his brain in the movie The Matrix. And, as technology improves, it’s becoming easier to 
see more metrics without spending more time to aggregate and analyze them. In the case of 
small business gym owners, it simply isn’t realistic for them to spend huge sums of money on 
the latest technology, and it’s also not realistic to think that the owner can spend enough time 
analyzing super granular metrics in a way that provides them with better information than the 
main metrics already have. 
 
The example that brings this home is in the retention case. A top-level metric may be the 
retention percentage of the entire gym. It’s a wonderful metric to have, but it doesn’t provide 
enough clarity for the gym owner to take actionable steps to improve. What may provide better 
information on retention? 
 
Lagging Indicators 
 

● Retention percentage, by coach 
● Client LTV’s, by gym and by coach 
● Client feedback in exit interviews 

 
Leading indicators 
 

● NPS score, by gym and by coach 
● Client feedback on the floor 
● Workout compliance 
● Consult compliance 
● Touchpoints with their coach 

 
All of the metrics chosen add clarity to the retention picture.  
 
Retention by coach allows the gym owner to see which coaches consistently lack the same high 
standard as other coaches. NPS score sheds light on. LTV’s show how certain coaches fare 
when both retention, as well as price points, are taken into account. Client feedback during exit 
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interviews sheds light on mistakes that were made as well as what clients value the most in the 
gym/coaching service. 
 
When lagging indicators are clear, the leading indicators shed great light on what needs to be 
actioned on as priorities.  
 
NPS scores and client feedback on the floor (and in consults) shed light on how clients are 
feeling during their time in the gym. That leads to valuable insights as to what parts of the 
service are consistent/not, what the most prized features/benefits are from clients, and what 
small/big things must be improved to retain clients. Workout compliance, consult compliance, 
and touchpoints with their coach all provide numerical clarity on if clients are losing interest. 
These leading indicators must be actioned because they still sit in the proactive column of 
management/leadership because nobody would have decided to cancel yet. Work can be done 
to make sure that those clients don’t cancel. 
 
What about something granular such as, how many clients churn out on a Tuesday? Maybe that 
example seems ridiculous, but some folks try to analyze absolutely everything. This costs time 
and doesn't illicit great information. 
 
Measure those leading indicators that provide clarity of success/failure per the business model, 
and measure leading indicators that, when actioned on for improvement, lead to higher retention 
(or acquisition) levels. Ensure the tracking process is consistent and becomes more efficient 
month by month so that the opportunity cost of measuring works in the gym owner’s favor. 
 
If a gym owner tracks something that does not add clarity in the lagging category or actionable 
insights in the leading category, they shouldn’t measure it. Coming from OPEX, that may sound 
strange because OPEX measures a lot. We have made the conscious decision to measure 
what matters while also exploring new measurements. If we find something that gives us clarity 
and actionable insights, we keep it in the monthly metric tracking process. If it doesn’t lead to 
clarity and actionable insights, we dump it. Gym owners should do the same. 
 
 
 

The Business Plan 

Introduction To Your Business Plan 
 
In the micro gym industry, very few coaches/about to be owners take the time to think through 
how they want to start and grow their businesses. Perhaps because it’s so easy to open a 
business now, perhaps because micro gyms can be built on very little amounts of capital (cash), 
perhaps because there is so little barrier to entry in terms of certifications needed or experience 
garnered, whatever the reason is, the caliber of gym owners in the micro gym space is weak 
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compared to companies in silicon valley. That statement isn’t intended to upset gym owners, it’s 
meant to wake them up to the fact that there is a major opportunity to out-plan and then out-
execute their competition because when they win those battles, they make more money, lower 
their risk, and they take care of their coaches/staff and clients far better so they stay longer.  
 
To out-plan and create the highest probability of execution success, a business plan is one of 
the best tools any existing or future gym owner can compose.  
 
A business plan simply sets out to provide clarity to the gym owner - and any stakeholders - 
who comprise the company, what the business is, what it does - what products and services it 
delivers and/or will deliver, what its market is, how it’s going to acquire capital, what its 
financials look like, and what the likelihood of success should be.  
 
Depending on what school of thought a business plan composer comes from, there are typically 
approximately 7 categories within a well-written plan: 
 

● Executive Summary - what are the biggest, most prescient pieces of information that 
anybody must know about the company. Note, this is written last after all of the research 
and planning has been completed. 

 
● Company Description - what is in the company’s soul, what will it deliver, who will it 

serve. 
 

● Products and Services - A look deeply at the products/services a business is and will 
deliver and what problems those products/services solve for their consumers. 

 
● Marketing Plan - market research, customer demographics/psychographics, competitor 

analysis, messaging/positioning, and pricing. 
 

● Operational Plan - How will the company structure itself legally and operationally in the 
sense of what types of roles it’ll need to nurture and hire. 

 
● Management and Organization - Who is a part of the company in the beginning, who 

will come into the company, what types of people will the company hire, and how will 
they be supported/educated. This should include bios as well as listed advisors. 

 
● Startup Expenses and Capitalization - What will it cost to open the business and then 

achieve the first major milestones. 
 

● Financial Plan - This must tell the financial story of what should (“will”) happen between 
the time of somebody reading the plan and the major milestones the company intends to 
achieve. This is where the discussion about how the business would use any capital that 
it raised would be. 
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● Appendices - What additional information would provide clarity as to the validity/not of 
the business plan. To avoid too much information upfront, these more granular pieces 
would sit in the appendix.  

 
A well-written business plan should capture both the imagination as well as the focus of a 
business. The reader should be able to understand “who” the business is, what they do, where 
they intend to go, and how they intend to get there. A poorly written plan often falls into one of 
two traps: 
 
Trap #1 - Under-researching and/or under-writing 
 
Many small business owners only took the time to build a business plan in order to secure a 
small business loan from the bank they already bank and have a relationship with. They do the 
bare minimum to get off of the ground (which is made easier when lending standards are 
reduced). This often results in a weak plan or no plan, and because there isn’t a plan the 
business can’t possibly execute on a game plan effectively. 
 
Trap #2 - Over-writing 
 
For people who, generally, want to give themselves a leg up or want/need to impress 
investors/bankers, they can fall into the opposing trap where they research everything 
exhaustively and then include it into their business plan(s). There is a fine line of not enough 
and too much data in a business plan. OPEX’s recommendation is to include all pieces that are 
directly relevant to how the business will get off of the ground and grow without including pieces 
that are not directly relevant. OPEX would also recommend to do the research and save the 
findings even if that information doesn’t make it into the final business plan. 
 
In the upcoming sections, each of these business plan sections will be further dissected to 
provide clarity as to what goes in each section as well as provide guidelines about how to 
aggregate the information necessary to help guide the business forward.  
 
 

Executive Summary 
 
The Executive Summary is the most important part of a business plan. Often, it’s the only part 
that a prospective investor or lender reads before deciding whether or not to read the rest of the 
plan, similar to a recruiter looking at the summary of a potential candidate for a job. The 
executive summary should display the gym owner’s excitement for their business idea and get 
the readers excited about it, too.  
 
The Executive Summary should be written last after the rest of the business plan has been 
completed so that the summary conveys the most powerful message concisely.  
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The Executive Summary should briefly explain each of the below: 
  

● An overview of the business idea in one or two sentences 
● A description of the service - What problems does the business solve for its target 

customers?  
● The owner’s goals for the business - Where does the owner expect the business to be in 

one year, three years, five years?  
● The owner’s proposed target market - Who are the ideal customers to grow this 

business?  
● The owner’s competition and what differentiates this business from theirs - Who is the 

owner up against, and what unique selling proposition will help the company succeed?  
● The management team and their prior experience - What do they bring to the table that 

will give the business a competitive edge?  
● The financial outlook for the business - If the business plan will be used for financing 

purposes, this must explain exactly how much money the business wants, how the 
business will use the money, and how that will make the business more profitable.  

 
Limit the Executive Summary to one or two pages in total.  
 
After reading the Executive Summary, readers should have a basic understanding of the 
business, should be excited about its potential, and should be interested enough to read further.  
 
 
Company Description 
 
This section explains the basic elements of the business. Each of the below should be included:  
 
Company Purpose and Vision 
 
The meaning portion of CCP and Accelerator now has a tangible home - it certainly has a home 
in the day to day business, too. 
  
Company Values and Principles 
 
These are important for any reader to understand what is in the soul of the company. 
 
Company Mission and Milestones (Goals) 
 
This is the section for the 3-5 year mission as well as the necessary milestones throughout that 
3-5 year window that the business must achieve to be where they want to be. 
 
Target market 
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The marketing section of the business plan covers this in-depth, so many business owners build 
that section of marketing out before more basically describing it here. In this particular section, 
though, briefly explain who the target customers are.  
 
Industry  
 
Is the industry the business will compete in growing, mature, or stable? What is the industry 
outlook long-term and short-term? How will the business take advantage of projected industry 
changes and trends? What might happen to competitors and how will the business successfully 
compete?  
 
Legal structure  
 

● Is the business a sole proprietorship, LLC, partnership, or corporation? Why was that 
form chosen?  

● If there is more than one owner, that must be explained - If there are investors, explain 
how many and the cap table (ownership percentages) 

 
After reading the Company Description, the reader should have a basic understanding of the 
business’s purpose, vision, mission/milestones, values, principles, target market, competitive 
landscape, and legal structure. 
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Product(s) & Service(s) 
1. & Service(s) 
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This section expands on the basic information about your products and services included in the 
Executive Summary and Company Description. Here are some items to consider:  
 
The company’s products and/or services 
 
What do you sell, and how is it manufactured or provided - in our case provided as a service? 
Include details of relationships with suppliers, manufacturers and/or partners that are essential 
to delivering the product or service to customers.  
 
The problem the product or service solves 
 
Every business needs to solve a problem that its customers face. Explain what the problem is 
and how the company’s product or service solves it. What are its benefits, features, and unique 
selling proposition? The company’s product/service won’t be the only solution (every business 
has competitors), but its important to explain why the solution is better than the others, targets a 
customer base competitors are ignoring or can’t engage, or has some other characteristic that 
gives it a competitive edge.  
 
Any proprietary features that give the company a competitive advantage 
 
Does the company have a patent on the product or a patent pending? Are there any exclusive 
agreements with suppliers to sell a product or service that none of the competitors sell? Does 
the company have the license for a product, technology, or service that’s in high demand and/or 
short supply?  
 
How will the product/service be priced 
 
The pricing, fees, subscriptions/membership, or leasing structure of the product or service must 
be described. How does the product or service fit into the competitive landscape in terms of 
pricing—is it on the low end, mid-range, or high end? How will that pricing strategy help the 
company attract customers? What is your projected profit margin?   
 
Product or service details need to be explained, such as technical specifications, drawings, 
photos, patent documents, and other support information, in the Appendices.  
 
After reading the Products & Services section, the reader should have a clear understanding of 
what the business does, what problem it solves for customers and the unique selling proposition 
that makes it competitive. 
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Marketing Plan 
 
This section provides details on the industry the business plays in, the competitive landscape, 
the business’ target market. 
 
Market research 
 
There are two kinds of research: primary and secondary. Primary market research is information 
the owner gathers themself. This could include going online or driving around town to identify 
competitors; interviewing or surveying people who fit the profile of your target customers, or 
doing traffic counts at a retail location you’re considering.  
 
Secondary market research is information from sources such as trade organizations and 
journals, magazines and newspapers, Census data, and demographic profiles. Owners can find 
this information online, at libraries, from chambers of commerce, from vendors who sell to the 
gym’s industry or from government agencies.  
 
This section of your plan should explain: 
 

● The total size of your industry  
● Trends in the industry – is it growing or shrinking?  
● The total size of your target market, and what share is realistic for you to obtain 
● Trends in the target market – is it growing or shrinking? How are customer needs or 

preferences changing?  
 
Barriers to entry  
 
What barriers to entry does the company face, and how does the owner plan to overcome 
them? Barriers to entry might include: 
 

● High startup costs - likely not for micro gyms unless they locate in very high rent districts 
● High marketing costs 
● Brand recognition challenges 
● Finding qualified employees 
● Need for specialized technology or patents - so far this isn’t an issue for gyms 

 
Threats and opportunities  
 
Once the company gets past the barriers to entry listed above, what additional threats might it 
face? Explain how the following could affect your startup: 
 

● Changes in government regulations 
● Changes in technology 
● Changes in the economy 
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● Changes in the industry 
 
Many companies use the SWOT Analysis to identify their company’s weaknesses and potential 
threats, as well as its strengths and the potential opportunities you plan to exploit.  
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Can any of the company’s strengths help improve its weaknesses or combat its threats?  If so, 
how?  
 
  
 
Product/service features and benefits  
 
The company describes its service from the customer’s point of view. For each product or 
service: 
 

● What are the most important features? What is special about them?  
● What are the most important benefits? What do they do for the customer?  

 
Also in this section, the owner would include any after-sale services they plan to provide, such 
as: 
 

● Service contracts 
● Ongoing support 
● Training - in terms of educating clients on how to use the gym, equipment, technology, 

etc. 
● Refund and/or cancellation policies 

  
 
Target customer 
 
Who is the perfect target customer for the company? This is also known as the ideal customer 
or buyer persona.  
 
Identify your target customer groups, and create a demographic profile for each group that 
includes: 
  

● Age 
● Gender 
● Location 
● Income 
● Occupation 
● Education level 

  
Key competitors  
 
Every business has competitors. The business plan must show that the company has identified 
and understands how to differentiate their business from that competition. This section should 
contain:  
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A quality competitor list lists the names and locations of competitors and their services that 
compete. Do they compete across the board, or just for specific services, for certain customers 
or in certain geographic areas?  
 
Indirect competitors should also be listed here. If another business may take the consumers that 
the company wants to serve, they are an indirect competitor if they offer a competitive product 
or service that may take those consumers out of the company even if it’s not a direct service 
competitor.  
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Positioning/Niche 
 
Businesses must now have a clear understanding of their business’s niche - their unique 
segment of the market - as well as your positioning - how they want to present their company to 
customers. These are often written in short paragraph form.  
 
How will the company market its service 
 
These boil down to the strategies and tactics the company plans to use.  
 
Advertising may include: 
 

● Online - SEO, Google Ads, Social media - organic and paid, etc 
● Print - think fliers, signage, billboards, etc. 
● Radio/TV 
● Events 

 
 
Which media will the company advertise in, why and how often?  
 
Marketing may include:  
 

● Business website 
● Social media marketing 
● Email marketing 
● Mobile marketing 
● Search engine optimization 
● Content marketing 
● Print marketing materials (brochures, flyers, business cards) 
● Public relations 
● Trade shows 
● Networking 
● Word-of-mouth 
● Referrals 

 
What image is the company projecting out to the world? 
 
What graphic design elements will the company use to market the business? This includes the 
logo, signage, and interior design. There should be explanations about how each element 
supports the business.  
 
Promotional budget  
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How much will the company spend on the marketing and advertising needed to get the business 
going: 
 

● Before startup - These numbers will go into your startup budget 
● On an ongoing basis - These numbers will go into your operating plan budget 

 
 

 
  
Pricing  
 
Now it’s time to go into more detail about pricing on top of what’s already in the 
products/services section of the business plan.  
 

● Does the company’s pricing strategy reflect their positioning?  
● How does the pricing compare to competitors’ - If there is a discrepancy, higher or lower, 

why? 
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● How important is price to the target customers? It may not be a deciding factor. 
● What will the company’s customer service, refund/cancellation, and credit policies be? 

 
 
 
Location or proposed location 
 
If the company has a location chosen, why was it chosen there? If there isn’t a location, the 
company must discuss what it’s looking for and why as well as the likelihood of finding it.  
 
Some of the categories of location discussion topics are: 
 

● Convenient location for customers 
● Adequate parking for employees and customers 
● Proximity to public transportation or major roads  
● Type of space (industrial, retail, etc.) 
● Types of businesses nearby 
● Price 

  
  
12-month sales forecast  
 
Strong sales forecasts show the best guess and a worst-case scenario - two models. The 
company should easily be able to show how they got to the numbers they did and what inputs 
were used and why it is likely to happen. 
 
After reading the Marketing Plan section, the reader should understand who the company’s 
target customers are, how the company plans to market to them, what sales and distribution 
channels the company will use, and how the company will position its product/service - service 
in this case - relative to the competition.   
 
 
Operational Plan 
 
This section explains the daily operation of the business, including its location, equipment, 
personnel, and processes. This is the perfect place to unleash the service blueprint! 
 
Production 
 
How will the company produce its product or deliver its service? Describe the production 
methods, the equipment needed, and how much it will cost to produce what is being sold. 
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The blueprint is a great mechanism to show how the service will be delivered, and the cost 
structures found in the model section of part one of Accelerator will help show what the costs of 
delivery are. 
 
Quality control 
 
How will the company maintain consistency day in and day out? The quality control procedures 
that will be used must be listed and described here.  
 
Location  
 
Where is the business located? While this was briefly touched on this in the Company 
Overview, it should be expanded on with details such as: 
 

● The size of the location 
● The type of building (retail, industrial, commercial, etc.) 
● Zoning restrictions 
● Accessibility for customers, employees, suppliers, and transportation if necessary  
● Costs including rent, maintenance, utilities, insurance, and any buildout or remodeling 

costs  
● Utilities  

 
Legal environment 
 
What type of legal environment will the business operate in? How is the company prepared to 
handle legal requirements? Include details such as: 
 

● Any licenses and/or permits that are needed and whether they’ve been obtained already 
● Any trademarks, copyrights or patents that the company has or is in the process of 

applying for  
● The insurance coverage the business requires and how much it costs 
● Any environmental, health or workplace regulations affecting the business 
● Any special regulations affecting the industry  
● Bonding requirements, if applicable 

 
Personnel 
 
What type of personnel will the business need? Explain details such as:  
 

● What types of employees? Are there any licensing or educational requirements? 
● How many employees will the company need? 
● Will they ever hire freelancers or independent contractors? 
● Include job descriptions.  
● What is the pay structure (hourly, salaried, base plus commission, etc.)? 
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● How does the company plan to find qualified employees and contractors?  
● What type of training is needed and how will the company train employees?  

 
  
Inventory  
 
If the business requires inventory - think supplements or merchandise, explain: 
 

● What kind of inventory will the company keep on hand (raw materials, supplies, finished 
products)? 

● What will be the average value of inventory (in other words, how much is the company 
investing in inventory)? 

● What rate of inventory turnover does the company expect? How does this compare to 
industry averages? 

● Will the company need more inventory than normal during certain seasons? (For 
instance, a retailer might need additional inventory for the holiday shopping season). 

● What is the lead time for ordering inventory? 
 
Suppliers 
 
List the company’s key suppliers, including: 
 

● Names, addresses, websites 
● Type and amount of inventory furnished 
● Their credit and delivery policies  
● History and reliability 
● Does the company expect any supply shortages or short-term delivery problems? If so, 

how will the company handle them? 
● Does the company have more than one supplier for critical items (as a backup)? 
● Does the company expect the cost of supplies to hold steady or fluctuate? If the latter, 

how will the company deal with changing costs?  
● What are the suppliers’ payment terms?  

 
Credit policies 
 
This isn’t likely the case in most gyms, but it’s interesting to look at for companies on the whole. 
If the company plans to sell to customers on credit, explain: 
 

● Whether this is typical in the industry (do customers expect it)? 
● What the company’s credit policies will be. How much credit will the company extend? 

What are the criteria for extending credit?  
● How will the company check new customers’ creditworthiness? 
● What credit terms will the company offer? 
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● Detail how much it will cost the company to offer credit, and show that the company has 
built these costs into its pricing structure.  

● How will the company handle slow-paying customers? Explain the policies, such as 
when the company will follow up on late payments, and when you will get an attorney or 
collections agency involved.  

 
Many of the credit terms can be thought about in terms of what happens if a member doesn’t 
pay their monthly bill and then ghosts the company. 
 
After reading the Operational Plan section, the reader should understand how the business will 
operate on a day-to-day basis.  
 
 

Management & Organization 
 
 
Management & Organization 
 
This section should give readers an understanding of the people behind the business, their roles 
and responsibilities, and their prior experience. Investors and lenders carefully assess whether 
the company has a qualified management team.  
 
Biographies 
 
Owner/s and key employees need to have bios written properly. Include resumes in the 
Appendix. The company should summarize its team’s experience in a few paragraphs per 
person. Prior experience and skills that have prepared the team to succeed in the given 
business should be focal points. If anyone has previous experience starting and growing a 
business, that should be explained here.  
 
Gaps 
 
Gaps in management and/or experience should also be discussed. For instance, if the company 
lacks financial know-how, will they hire an accountant?  
 
Advisors 
 
Any professional/advisory support team should be listed. Those advisors may be: 
 

● Attorneys 
● Accountants 
● Board of directors 
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● Advisory board 
● Insurance agents 
● Consultants 
● Bankers 
● Mentors and other advisors 

 
If the professionals/advisors have experience that will increase the business’ chances of 
success, that should be explained.  
 
Organization Chart (Org Chart)  
This should include both roles that have been filled already as well as roles that will be filled in 
the (semi) near future.  
 
After reading the Management & Organization section, the reader should feel confident that the 
business has a qualified team leading the charge.   
 
 
Startup Expenses & Capitalization 
 
This section is critical for all businesses, but far too often gym owners don’t even map this out 
crudely. Estimating startup expenses as accurately as possible helps the business gather 
enough startup capital to properly open their doors.  
 
Start-Up Expenses  
 
In the body of this section, all of the assumptions behind the figures should be listed. If the 
company has or will secure loans, the loans and the sources of the loans should be explained 
as well as the amounts and terms. Similarly, if the company is going to secure investors, those 
investors' cash infusion, ownership percentages, and terms should be documented here.  
 
Something important to remember is that opening a new business almost always ends up 
costing more than expected, and business owners need to prepare for that. Along with the 
expected costs, they should also list possible additional costs, and they should also factor in the 
potential for them to have undershot. The last thing the business owner wants is to undershoot 
capital needs and never actually get open because they ran out of cash. Of course, the owner 
should do their research and try to hit the nail on the head in terms of budgeting, but it’s 
important to know that it’s hard to forecast exacts in new businesses.  
 
Opening Day Balance Sheet  
 
Once the business opens, how will the balance sheet look specifically? This is really important 
because it’s a gauge of financial strength at a vulnerable and important time in the business.   
 
Personal Financial Statement 
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Depending on if the company is seeking to raise capital, it’s likely they will have to include 
personal financial statements for themselves and their co-owners. Owners must be prepared for 
that.  
 
After reading the Startup Expenses & Capitalization section, the reader should know how much 
money is needed to start the business and how well capitalized the business is. 
 
 
Financial Plan 
 
This is perhaps the most important element of your business plan. Lenders and investors will 
review it in detail. Developing a financial plan helps set financial goals for the business and 
assess its financing needs. Include the following: 
 
12-month profit & loss projection 
 
The assumptions behind the numbers in the P&L must be explained. Detailed notes about how 
these figures were figured should be discussed.  
 
Optional: 3-year profit & loss projection 
 
Not everybody who makes or reads a financial report in a business plan demands a 3-year plan, 
but it’s recommended for business owners because it’s a wonderful exercise in growth 
strategizing. 
 
Cash flow projection  
 
For most everybody who walks through this Accelerator Course, they’ll run cash accounting, so 
they should be very clear on their cash position if they follow their balance sheet and PnL 
statements monthly. That said, cash is absolutely king and must be tracked and managed 
carefully, so this projection is very important. 
 
Optional: 3-year cash flow statement  
 
Similarly to the 3-year PnL, this is important to do and for most gym owners should be pretty 
similar to the PnL. 
 
Projected balance sheet  
 
It’s incredibly valuable to a business owner to forecast where their financial structure will be at 
certain times. That financial structure, aka the balance sheet, should clearly list where assets, 
liabilities, and equity will be at certain times. 
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Break-even analysis 
 
The break-even analysis projects the sales volume required to cover the company’s costs. In 
other words, when will the business break-even?  
Different break-even analyses for different scenarios can be constructed to reflect different 
business/economic environments, different growth rates, and different roadmap strategies. 
Doing this break-even analysis often helps a business owner lock-in which strategy works the 
best for them because of their appetite for risk etc.  
 
Use of capital  
 
How will any money acquired from loans or investors be used in the business? This is very 
important for business plan readers because improper use of the funds likely will result in a 
change in the valuation and/or capital structure of the business. 
 
After reading the Financial Plan section, the reader should understand the assumptions behind 
the company’s financial projections and be able to judge whether these projections are realistic 
or not. 
 
Remember that after all of these sections have been built out, that is the time to go back and 
write the executive summary which essentially serves as the outline as well as the summary of 
what the entire business plan contains. 
 
 

 
What To Expect When We Look At An OPEX Gym Model 
 
It’s very important to look at a business from 60,000 feet as well as from the weeds. This course 

is designed in that manner as well. Part one was all about broad business principles - in the 

fitness/gym industry - that a business owner must understand regardless of the model they 

unleash onto the world. Within part one the Why, What, How, Who = Outcomes - WWHW = O 

framework was broken down, metrics and broad financials were discussed and a clear 

framework for business plan design and execution was laid out. All of this information builds off 

of the OPEX CCP foundation of Strategy, Execution, Measurement, and Refinement - S → E → 

M → R - retention and acquisition, and a deep connection to coaching and business meaning. 
 
Part two of the Accelerator Course delves into how an OPEX Gym Model runs at a granular 
level, and it also introduces a wonderful way to look at any new business venture - the 5M’s 
Model of Meaning, Model, Market, Management, and Money.  
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By the end of the course, any coach/gym owner will be able to look at what they want to build, 
understand its viability, design how they will build it, put quality systems in place to run it with 
quality and consistency, and turn that gym into an asset as opposed to a liability.  
 
 

Introduction 
 
The way we built this course was to immerse you in an example of how you can build out a 
business model that works well for you. However, we wanted to give you exact examples, and 
we couldn’t do that with 20 different models, so we chose to go down the rabbit hole of an 
OPEX Gym Model because we know it better than anybody. 
 
Do not feel that you have to become an OPEX Gym, but do take the examples to heart because 
you’ll find that whatever model you do build, you will walk through the principles and 
implementation steps shown in this section, just through the lens of your specific model. 
 

Introduction To The 5M’s Framework for New Ventures 
 
 
As the course progresses through the OPEX Gym example, we’ll introduce a wonderful new 
venture framework that many strategists use when assessing and/or building a new business. 
It’s called the 5M’s framework. We picked this up from a University of North Carolina MBA 
Professor, Ted Zoller. 
 
The 5M's is a tried and true model that has been used to create business plans for many, 
particularly new, businesses. Many coaches have never looked at business in a framework. The 
5M's is a helpful reminder to always ask yourself the question, “how am I doing in each of the 
different sections?” The system gives you a very consistent business of coaching that you can 
bring clients in for and keep them for the long run.  
 
The 5 M's are: 
 

● Meaning 
● Model 
● Market 
● Management 
● Money 

 
Throughout the rest of the course, it’ll become clear how a gym owner can take this framework 
to continue to nail down the completeness of the business. It’s also a great addition to include in 
the business plan. 
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MEANING 

Brand 

  

A big reason you signed on to be an OPEX Gym is because you believe in the same 
things we do. You believe: 
  

●   Personalization in fitness is critical for clients 
●   Relationships between the coach and client are crucial 
●   The long-term matters. Short term band aids are bad for client’s 
health/fitness 
●   Supplements and marketing nonsense are misaligned and not in your 
client’s best interests 
●   Coaching should be professionalized, and your gym should be a 
professional place 
●   Coaches should be able to have meaningful careers 
●   Fitness and coaching are valuable 
●   Personal Training is helpful but only when it’s needed 

  
  
  
If you believe in the above, then together we have a genuine mission to work towards. 
Another way of looking at the above points is that they are problems that your clients 
and the market has. Your best clients will inevitably share the same beliefs and will 
have recognized, in some capacity, that they have the same problems. It’s our job to 
communicate this to the world through our branding. 
  
Your brand is what the market believes you to be. It’s not, incidentally, what you say you 
are. The goal of OPEX Gyms branding is to communicate the above beliefs and, more 
specifically that the OPEX experience is one that prioritizes the Personalized Fitness 
Coaching Relationship. 
  
OPEX HQ owes you to design, build, grow, and improve the OPEX brand so that the 
world understands what problems exist in fitness, how we solve those problems, and 
why the coaching relationships we build are longer-term, more results-driven and highly 
personalized. 
  
To help you build great local brands, OPEX HQ will give you these items: 
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●   Logos 
●   Colors 
●   Assets - brochures for clients, business cards, intake forms, letterhead, 
etc. 
●   Operations manuals 
●   Social media images 
●   Web pages through OPEXgyms.com 
●   Public facing web, social media and paid media to drive traffic your way as 
gym owners 

  
The more we can build a connected brand, the better we will all fare. To do that, all 
OPEX gyms must project the same message. 
  
As you think through how you’ll project your brands, stick to the principles: 
  
  
  

●   You must build trust with competency, consistency and care. You can’t 
just say you build trust; you must do the work to earn trust from your staff, clients 
and town. 
●   You must build relationships 
●   You must prove your client’s successes. If you don’t have clients who 
tangibly improve, not only can you not leverage those results in marketing, you 
won’t build trust from your clients and they won’t refer more people. 
●   You must create a fun environment. To disrupt Personal Training requires 
us to solve the problems of Personal Training. A huge problem with Personal 
Training is that clients don’t feel connected to the gym or people around them. 
Creating a fun, friendly environment should solve this. 
●   You must build for the future through great procedures, financial 
awareness and tracking and on-going education. 
●   You must be a part of your city; both digitally and in-person. 

  
The more consistently you work on the above components, the more the market will 
recognize that your beliefs are deeply held. The right clients (not necessarily everyone) 
will respect and like you for it and will help you communicate your brand to more people. 
  
 
  

Your Clients Have Problems 
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As previously mentioned, it’s important to connect the OPEX brand and beliefs to how it 
might solve problems clients share. To help you make that connection, we’ve attached 
two important documents: a problem statement and point of view (POV). We 
recommend that you read both and: 
  
Problem statement and POV here 
  
  

●   Highlight what really stands out to you as a deeply held belief. Rewrite a 
problem statement and POV for your gym that reflects the same OPEX beliefs. 
This statement will go on to serve as an outstanding guide to build in-house 
procedures and marketing collateral. 
●   Save the document, printing it on OPEX Gym letterhead and place it 
where you can see it often. 
  

Whereas many courses don’t follow up, we do. In fact, we care about personalization 
and long-term success sufficiently to give you a mentor. Be sure to do the above activity 
as your mentors will review these documents. 
  
  

How Do You Solve Your Client’s Problems? 
  
Now that we’ve discussed OPEX’s brand and how it connects to the problems facing 
the market, it’s time to dig down into three questions that will setup how you build your 
entire ecosystem: 

Your Purpose 

  
Your purpose is the reason why you’re in business. In other words, why you do what 
you do. This is the deep-rooted reason why you started coaching and then opened your 
gym in the first place. If you’ve taken the time to write out your own problem statement 
and point of view, you are likely to be very close to understanding your purpose. 
OPEX’s purpose is and has always been, “To help people live inspired lives through 
fitness.” When that’s combined with our point of view, we should clearly be speaking to 
our perfect target market. 

  
Defining Your Vision 
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A company vision is where the owner (and stakeholders) of the business/service to be like over 
time. This begins to put a slightly more visual image of where the gym wants the world to end up 
whereas the gym’s purpose is what it wants the world to experience because they’re a part of 
their lives. 
 
https://blog.hubspot.com/marketing/inspiring-company-mission-statements 
 
Some great vision statement examples: 
 

● Microsoft - “A world where every desk in every home has a computer on it.” 
● Teach for America - “One day, all children in this nation will have the opportunity to attain 

an excellent education.” 
 
Where does the gym owner want to make a big dent in the world? Similarly to the gym’s 
purpose, the gym must think about “the game” they’re playing. A company wouldn’t say that 
“We will end poverty in the world” unless they were using fitness coaching to achieve that vision. 
 
Gym owners must continue to narrow in their meaning focus so that they properly move from 
the why to the what within their business.  
 

Defining Your Values 

  
Your values are the tenets that you live by. These will solidify your brand, your point of 
view, and your purpose. 
  

●   OPEX’s values are 
○   We honor fitness 
○   We honor the coaching profession 
○   We honor every person’s individuality 
○   We honor #TeachLearnMoveCreate every day 
○   We believe in relationships 
○   We believe you’re either growing or dying 
○   We believe in the long-term journey, not the quick fix 
○   We believe in truth, not hype 
 

  
Here are a few more examples of values: 
  
  

●   Facebook 
○   Focus on impact 
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○    Move fast 

○   Be bold 

○   Be open 

○   Build social value 

  

●   Google 

○   Focus on the user and all else will follow 

○   It’s best to do one thing really, really well 

○   Fast is better than slow 

○   Democracy on the web works 

○   You don’t need to be at your desk to need an answer 

○   You can make money without doing evil 

○   There’s always more information out there 

○   The need for information crosses all borders 

○   You can be serious without a suit 

○   Great just isn’t good enough 

●   Nike 

○   It is our nature to innovate 

○   Nike is a company 

○   Nike is a brand 

○   Simplify and go 

○   The consumer decides 

○   Be a sponge 

○   Evolve immediately 

○   Do the right thing 

○   Master the fundamentals 
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○   We are on the offense – always 

○   Remember the man 

●   Starbucks 

○   Creating a culture of warmth and belonging, where everyone is 

welcome 

○   Acting with courage, challenging the status quo and finding new 

ways to grow our company and each other 

○   Being present, connecting with transparency, dignity and respect 

Delivering our very best in all we do, holding 
 
 
Defining Your Principles 
 
 
Principles are how gyms execute on their values. They are more of a how-to carry out the 
culture gym owners want to achieve for their company or service. 
 
Some companies merge their values and principles. That’s not a mistake, but it’s nice to have a 
clear difference between them so that all of the gym’s stakeholders are clean on tangible - 
principles - and intangible - values. Values are the culture compass, and principles are how a 
gym delivers that culture. 
 
A great book that talks about more than just this concept is “Principles” by Ray Dalio. In that 
book, he lays out all of the principles that he’s learned over his decades' long successful career.  
 
Some of the great principles discussed in that book are: 
 

● Trust in radical truth and speak with radical transparency 
● Hire right, because the penalties for hiring wrong are huge 
● Constantly train, test, evaluate and sort people 

 
Within the context of opening a gym, gym owners must ensure that the principles they define 
are deliverable. In our experience, gym owners like to list principles that sound good on paper 
but are either not their personality or too big for them to consistently deliver on. Just like metrics, 
outstanding gym owners pay attention to how effectively they are delivering on their principles or 
not and refine them to benefit the long-term purpose, values, mission, and values. 
 
Defining Your Mission 
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Your mission needs to be something tangible that you can build your quarterly and annual 
strategies toward. When you bring in people who believe deeply in your brand, purpose, and 
values, and then you create a mission that exemplifies that purpose into a tangible direction, 
you will find great clarity in your business. Depending on when you’re watching this, the OPEX 
mission we have is X number of gyms with Y number of clients in Z months/years. 
 

NOELIS FYI: FROM HERE THE NOTES 
ARE EXACTLY THE SAME AS 2019 
ACCELERATOR. BUT P272 HAS A NEW 
CONCLUSION.   
 
MODEL 

Client Experience |Relationships 
  
The backbone of the OPEX model is relationships and great communication with our 
clients. We will always push to improve the client experience, but we do not believe 
there can be a great experience without great relationships. 
  
Although we cannot script out how to be a great relationship builder, we can lay out 
some best practices to lead you in the right direction. These include: 
  

●   Trust: at the base of any relationship has to be trust. If our clients do not 
trust us, it is unlikely they will put their health and fitness into our hands. To gain 
trust a coach must display: 
  

○   Competency: For a client to trust us as coaches, we must be 
competent in what we do. OPEX CCP ensures this competency. 
○   Caring: We must care for every one of our clients, as well as the 
coaches in our gyms. This means: 
  

■   We are always present and engaged 
■   We are always looking out for the well-being of our clients 
and coaches above everything else. 
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■   We cannot take on the successes or failures of our clients 
nor over care for them as this can lead to being too attached and 
blinding us from their top priorities and values. 
  

○   Consistency: Trust is lost due to lack of consistency particularly 
when a coach: 
  

■   Is Never on time 
■   Fails to consistently follow through on what they say 
■   Does not deliver training programs in a timely manner, every 
week 
■   Does not make themselves available to have a monthly, 
private conversation 
  

  
In an OPEX Gym, we have many opportunities to build stronger relationships with our 
clients, including: on the floor, monthly consultations and through TrueCoach. 

  

Monthly Consultations 
  
Monthly Consultations are a big part of the OPEX Gyms service offering so it’s 
important that your clients consistently schedule them. Making scheduling consults as 
easy, streamlined and pain free as possible is a good start. 
  
Automating Monthly Consults 
 
To automate your monthly consults, consider the following: 
  
System Needs 
  

●   Have scheduling software. We recommend Acuity Scheduling 
●   Have a customer CRM platform or automated email service. We 
recommend flexx CRM. 

  
Steps to Automation 
  

1. Ensure all clients are in your CRM and tagged appropriately. 
2. Create an automated email that includes the coach’s monthly consultation 
link 
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3. Schedule this email to go out on the same date each month (for 
consistency purpose) 

  
Performing Monthly Consultations 
  
Given monthly consults are the lynchpin of good programming, here’s some execution 
guidelines: 
  

●   Ensure that consultations are performed in a place that is comfortable, 
private and allows the client to feel open 
●   Although clients drive the conversation in the monthly consultation, ensure 
that the basics of our service is covered, namely: 

○   How has training gone over the past month? 
○   How was nourishment and lifestyle over the past month? 

●   Take notes during the consult and upload to Notes in TrueCoach. For best 
practice be sure to email the meeting notes to your client after the consultation to 
ensure you’re on the same page each month. 

  

The Initial Consultation: Part of BMW Assessment 
  
The initial consultation is a part of the OPEX BMW (Body/Move/Work) Assessment. The 
consultation takes place in Body, after the body composition analysis. Ahead of this 
consult, send an intake form (digital or paper) so that you have a good amount of 
information to take full advantage of this hour. 
  
The initial consultation is very important as it sets the tone for the coach/client 
relationship, clear expectations of the OPEX model, and provides an opportunity to 
understand your client’s behaviors so that you can design the best personalized fitness 
and lifestyle program possible. Consider the following as you go into the initial 
consultation: 
  

●   The client’s goals 
○   What are they looking to gain from fitness? 
○   How do they feel a coach can help them get there? 

●   Previous coaching experience 
○   What have they enjoyed and not enjoyed? 

●   Previous training experience 
○   How long have they exercised? 
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○   What kind of fitness have they done? 
○   What have they enjoyed and not enjoyed? 

●   Clarify expectations (communication, TrueCoach, consults) 
●   Lifestyle (nutrition, sleep, daily routine, energy levels, stress levels) 
It’s best practice to fully lay your client’s daily schedule out on a whiteboard for 
discussion. Make sure you have them walk you through: 

        Wake-Up/Bedtime 
■   Gym time 
■   Meals (when, what and where) 
■   Bathroom trips 
■   Rate activities self-perceived stress 

  
Use this information to personalize their lifestyle and training prescription. 
  

●   Get a full medical history 
●   Wrap up the consultation and set up expectations for MOVE 

  

Assessments 
  
OPEX BMW is the assessment process we use as a starting point for every client in an 
OPEX Gym. The process is made up of three 1:1 sessions with an OPEX coach. The 
purpose of the assessment is to evaluate the body’s physiology through a body 
composition scoring system, movement analysis, physical assessment and work 
capacity tests. Once completed, the assessment will act as a starting point for the 
design of a program and will allow the coach to track progress and re-test to evaluate 
progression. 
  
  
Body 
 
Body is where the coach and client meet to discuss goals, sleep hygiene, nutrition, and 
any other aspects that the coach sees fit. The client will have ample opportunity to 
address any questions they may have. Clients will also get their baseline body 
composition data. This session is vital as it is the starting place for the coach/client 
relationship. 
 
Move 
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During the Move portion of the assessment we take the client through the OPEX 
Movement Screen to see where they are now and to give us insights into strengths, 
weaknesses and possible imbalances. 
  
Work 
 
For Work we’re back on the gym floor with our client doing work capacity test(s) based 
on their goals and ability level. Once complete, we will summarize the three sessions 
and set up expectations moving forward. 
  
Check out this sample work session: 
  

The 4-Week Trial Process 

  
Purpose 
  
All great businesses have a clear, simple, and specific process to attract new clients. At 
the heart of the process is a solution to a problem the client may experience when 
making their buying decision. Some of the objections a prospective client may have with 
an OPEX Gym include:  
  

●   Price:  If they’ve never tried an OPEX Gym, it may be hard for them to part 
with $300+ per month 
●   Commitment: It’s hard for people to commit to 12 months or longer if 
they’ve never experienced the service 
●   Awareness of the product: People often need a demonstration or trial of a 
product to truly understand it. Quality marketing will get you so far, but it always 
helps a prospect when they can touch the product. 

  
The OPEX Experience Offer gives prospective clients an opportunity to experience 
OPEX at a slightly lower price, with no pressure or commitment and in a risk-free 
environment.  The offer looks like the following: 
  

●   Each prospective client comes into the gym 
●   They buy the OPEX Experience offer for the price of your three session 
OPEX BMW. 

○   You can change this price depending on the aggressiveness of 
your marketing 
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○   The BMW Assessment is critical to the experience, specifically for 
the long-term betterment of their program 

●   The client receives: 
○   The OPEX BMW Assessment (all three sessions) 
○   Three additional weeks (four weeks/one month in total) of OPEX 
Personalized Fitness Coaching 
○   One additional consultation on the back end to benefit their training 
as well as close the longer-term contract 
 

  
  
Landing Page 
  
Over time we anticipate the OPEX Experience Offer landing page, on your website, to 
be the best way new clients will enter an OPEX Gym. With this in mind, here’s some 
guidelines for the page and process: 
  
* The landing page may be public or private (only accessible with a direct link, not 
available via menu navigation). If this is an offer that is to be presented a few times a 
year, we recommend going with the private option. 
  
  
  

●   Have a clear Call to Action 
○   Ensure the page has a way of collecting names, email addresses 
and/or phone numbers. 
○   There should be the option to immediately book a consultation 
through scheduling software 
○   Be sure to send a 4 Week Trial Opt-In Text  and Opt-In Email after 
booking 
○    

Pricing 
  
We don’t advise pricing the trial under $180 as it’s important to recognize the amount of 
time in total the trial requires from the coach, namely: 
  

●   Three hours of 1:1 time 
●   Three hours of assessment 
●   Two hours of programming 
●   30 minutes consultation   
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●   Unspecified amount of time on the floor 
  

The total amount of time spent on the client is not commensurate with anything less 
than $180. We recommend starting the trial at a $199 price point and raising it over 
time. 
  
Trial Process 
  
Across the four weeks, the trial process would look like: 

  
●   Week 1: BMW Assessment 
●   Weeks 2-4: Personalized Program 

○   Daily training delivered in TrueCoach 
○   Daily support from floor coaches 
○   Ongoing communication with coach in and out of the gym 

●   Week 4: Final Consultation 
○   Review the last four weeks of training 
○   Perform sales consultation 
○   Show the training skeleton, relate it to their assessment and goals 
and how this would look moving forward (it’s recommended that a six to 
eight-week program is built) 
○   Second sales consultation occurs 
  

Pay Structure 
  
During the four-week trial process we recommend that the coach be paid 50% of the 
assessment fee and that the assessment fee be at the discretion of the owner. 
  

  
If you execute the four-week trial well, you should have a consistent funnel of people 
coming in monthly, on this offer, monthly. To determine how successful the trial is you’ll 
want to look at metrics, namely: 
  

●   Are you increasing your RAC’s when this is added? 
●   Are you selling more initial contracts? 
●   What is your percentage conversion into full memberships? 
●   Are you bringing in better clients because the bad fit clients churn out after 
four weeks? 

  
Sales Process 
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When selling the 4 Week Trial here’s a checklist of considerations: 
  
 When you meet and greet a potential client be sure to: 
  

·   Look and act the part as impressions are made in the first 6 seconds 
●   Be on time 
●   Always remember their name 
●   Be in a great state of mind 
●   Be aware of your tone of voice 
●   Consider the space/atmosphere (what does it look/smell like?) 
●   Connect to something bigger/credible whenever possible and then 
connect it locally 
●   Take control of the conversation with the confidence that the fitness plan 
will build trust 
●   Take the client on a gym tour, making sure to point out the whiteboards 
(key to showing personalization). 
●   Check in with yourself at the end of the meeting to ensure your client 
understood. 
  

Determine what their wants and needs are by asking: 
  

●   Why did you come in today? 
●   What are your goals in fitness? 
●   Why are your goals important for you to achieve? 
●   How committed are you to achieving your goals (0-10)? Why is it that 
number? 
●   Tell me about your nutrition/lifestyle habits 
●   What are your energy levels like during the day? How many times were 
you sick last year? Are you on any medication or supplements? 
●   How long did it take you to develop the problem? 
●   In the past, have you tried to solve the problem? How many times did you 
try? How/what did you try? 
  

Sales Consultation 
  
When undertaking a sales consultation be sure to do so in a sales room, or designated 
consultation area. The script below should help when explaining the offer. 
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“Our goal is for you to experience OPEX and a Personalized style 
of fitness. We want you to try the service in a no pressure, no 
commitment environment. An OPEX program is designed 
specifically for you by your coach. To start the process, we perform 
a three-session assessment that is called OPEX BMW (Body, Move 
and Work). 
  
The first session, Body, is where we gain insights into your body 
composition and discuss your goals, fitness history, current lifestyle 
and nutritional habits. The second session, Move, is where we 
perform a comprehensive movement screen to gain insight into 
your movement patterns and how we will shape your program 
based on your strengths and to improve your weaknesses. The last 
session, Work, is where we perform work capacity testing based on 
you and your goals to determine where you are today. 
  
Over the four weeks, we will perform your OPEX BMW assessment 
and design your personalized training program.  You’ll execute your 
program on-site, within a great community and a great floor coach. 
At the end of the four weeks, we’ll have a monthly consultation, as 
we do with all of our clients. Monthly consultations are a great 
opportunity to review your training, talk nourishment, discuss goals 
and any questions you may have. This is also a useful opportunity 
to learn and fully understand the reasoning behind your coaches’ 
tips and program design. Our goal is to fully enable you to take 
control of your health and fitness. 
  
Based on what we’ve discussed, does this seem like something 
that would really help you? 
  
Address any objections they may have here, before presenting the 
numbers). 
  
We charge $199 for the three part, one-on-one assessment then 
the rest of your month is completely free and there is no 
commitment attached to signing up. 
  

Example Sales Sheet: 
  

If the Client Buys 
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Should the client buy a 12-month contract, refer to Sales Process. If the client 
takes the 4 week offer, refer to Sales Process 

  
Check out the BMW sheet below intended to set a client up. 

  
  
  
If the Client Doesn’t Buy 
  
If the client doesn’t buy, we suggest dropping them into the ongoing nurture process. 
  
Second Sales Consultation 
  
After the client’s 4 Week Experience has ended, a second sales consultation should 
take place. The consultation should be run as a hybrid monthly consult and sales 
consult and contain a review of the four weeks of training, including how it went, plus 
how it relates to their assessment and goals moving forward. The script below should 
help with how to manage this consultation. 
  

  
“The goal of the last four weeks was to allow you to experience 
OPEX and how our system works. Based on the assessment 
process, I designed a six-week program with the priorities of 
improving your core stability, left to right side squatting imbalance 
and to create rhythm and consistency in the gym. 
  
We are four weeks into your program, and you may have noticed 
that we’ve been prioritizing single leg squatting on Mondays and 
isometric core work on Tuesday and Friday. The great news is I 
see that your compliance is at 92% over that time! 
  
Let’s discuss how it went: 
  
How have you felt over the past 4 weeks? 

                                 What do you enjoy about the OPEX system?                 
                                 Do you feel like we are addressing your goals? 
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As we discussed a few weeks ago, here are our membership 
options to continue with the program (show sales sheet), which 
option do you think works best for you? 
  
*If the close is not happening, offer to roll the $199 into their first 
month’s membership with a 12- or 24-month commitment. 

  

  

Coaching on the Floor 
  
Results, relationships and fun: the floor is the place where these three should occur, 
and the coach on the floor must be the instigator, irrespective of how they feel. 
Coaching on the floor, then, is more than correcting movement and giving cues, it 
requires: 
  

* Facilitating training on the floor 
  
Floor coaches are not on the floor to be personal trainers, rather they must 
facilitate each client’s training, ensuring they not only have a great experience 
but receive great coaching. 
 

·   Coaching movement, giving cues and ensuring all clients are moving 
safely 
 
Given clients in OPEX Gyms receive programs that are designed specifically 
for them, they shouldn’t have any issues with doing movements outside of 
their capabilities. That said, we still must ensure every client is safe in our 
gyms. As far as coaching and cueing, the floor coach must strike the balance 
between giving too much and not enough. Understanding comes with getting 
to know each client and what they respond well to. Erring on the side of 
overcoaching, rather than under coaching is recommended. 

  
·   Ensuring you are aware of what each client is doing 
 
Our floor coaches must know the daily training plan of each client and the 
intent of each piece. This is important as imagine telling a client to move 
faster on the AirBike when the intent of the piece is MAP10?  The coach 
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should encourage clients to use their personal whiteboard to keep across 
everything they are doing. 
 
·   Keeping the gym fun and upbeat 
 
An OPEX Gym should be an upbeat environment. This means that the music 
is upbeat (and appropriate for the clients), plus the coach is coaching, cueing 
and engaging with all clients on the floor in a friendly way. 
 
·   Being personable and easy to approach 
  
It’s difficult to be coached by someone that is not personable. The floor coach 
has to be able to effectively communicate with clients to coach them. We 
cannot teach bedside manner, so we must ensure all of our coaches fit this 
bill. 
  
* Controlling the flow of the session 
 
The floor coach must orchestrate and conduct the flow of the floor at all times. 
That’s to say, they must ensure that each client is signing into the facility, 
writing down their training sessions on their whiteboards, following the flow of 
the gym in terms of warm-up to training to cooling down and giving a 
personalized greeting and goodbye to each and every client. 
 

* Opening/Closing the gym 
 
The floor coach is also responsible for opening and closing the facility. 
 
* Keeping the gym clean 
 
The floor coach is also responsible for keeping the facility clean. Outside of the 
bigger cleaning duties, the floor coach should ensure that equipment is wiped 
down after use, returned to its appropriate place, and the gym stays organized 
and clean during their session. 

  

How to Conduct the Orchestra 
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In many ways being the floor coach is like being an orchestra conductor, that’s to say 
it’s the coach’s job to direct the action on the floor and more often than not, this is an art 
not a science. Here’s a set of guidelines to assist: 
  
  

●   Consistency is king: you must always show up five minutes early and 
expect to stay five minutes late. The owner of the OPEX Gym should factor this 
in and pay fairly for it. 
●   Energy is imperative: you cannot look disinterested, disengaged or tired. 
It’s your responsibility to create a quality environment. 
●   Engagement is imperative: follow the process document to ensure you hit 
the engagement points throughout your client’s floor experience 
●   Organize the floor with every client as this creates safety and order which 
is very important for consistency and experience. 
●   Take control of the program if you need. If something isn’t working for a 
client, for whatever reason, take control of the program and adjust it to make it 
work. 
●   Get people engaging with one another. An OPEX experience is a 
personalized one but this doesn’t mean clients shouldn’t chat and build 
friendships. 
●   Take great notes. You must inform a coach if you needed to adjust 
anything on their client’s program. 
●   Make sure people check in. 
●   Be sure you can easily handle a simple purchase, like merchandise. 
Failure to do so will ensure you look unprofessional. 
●   Keep the gym (and bathroom) tidy, clean and organized. The client is 
responsible for tidying up after themselves but if this doesn’t happen, it then falls 
on you. Keeping the gym clean extends to the floor coach too. Be sure to be 
clean and dressed neatly and appropriately. 
●   Keep the temperature in the gym appropriate, cooling and heating when 
necessary. As a premium facility, clients expect this level of comfort. 
●   Handle issues quickly and fully unless you need to take bigger steps. If it 
would take you off the floor to solve it, take a note and ensure it’s fully handled 
after your floor shift. 
●   Never stop learning: you get to work in a lab every day. 

  

Utilizing Personal Training 
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Although we believe that personal training is not a scalable long-term approach for the 
coach, we still see it as a viable option in an OPEX Gym. 
  
Personal training could be a great option for the coach that’s growing to receive some 
extra income. It can also be a great option for the client that needs extra one-on-one 
attention, such as those that are: 
  

●   New to fitness 
●   Have sport or goal specific 
●   Senior Clients 
●   Youth Clients 
●   Have special needs 

  
We want to ensure that our coaches (and you as the gym owner) are not overextending 
by picking up too many personal training sessions. We must make certain there’s still 
time to program, coach on the floor, perform consultations and pursue continuing 
education. If you’re going to offer personal training sessions here’s some best practices: 
  
  

●   Clients should have an ID membership in your OPEX Gym. We must 
always lean on this as our main service offering. 
●   Coaches should not perform personal training sessions during their floor 
times 
●   Ensure expectations are set with your clients so they do not expect the 
service of personal training will extend into normal floor sessions. 
●   Personal training sessions should be programmed into TrueCoach and 
should still align with the rest of the client’s training program. 

  
  
 

  

PROCESSES 

Programming in TrueCoach 
  
As a gym owner and a coach, we must find quality efficiencies in everything we do. 
TrueCoach, a personalized coaching software, offers huge efficiencies when it comes to 
programming. To make the best use of TrueCoach we recommend the following: 
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●   Go from big picture down to granular components of the client’s program. 
That’s from their overall goals and priorities to monthly goals that are planned 
and, in a calendar, to their weekly goals and their program split (with headings for 
each day on what we want to accomplish) to their daily plans. 

○   What does their daily training volume look like? 
○   This is where they begin or less even in volume and amount 
because learning new movements and styles takes time. 
○   Minus 10-20% as the rule of thumb; this starts them off right, makes 
them love quality over quantity, learn each time and need a little more on 
the way out 

●   Build aerobic capacity from endurance to power, building out the plan 
months ahead.  Be sure to test the client before, after and along the way 
●   Build anaerobic (if the client is strong enough) from power to endurance. 
Build the plan months ahead, and test before, during and after. 
●   When in doubt, refer to the plan and the assessment, as the assessment 
determines the work. Keep the assessment next to each program. 
●   Remember, resilience + training age + where they are now + 
goals/priorities = quality design 
●   Set up your creative environment, ensuring the time of day that you 
program is your productive time. Allow no distractions, like social media or your 
phone, keeping only your TrueCoach tab open. 
●   Program for similar level clients at the same time (i.e., it is tough for the 
brain to go from snatches and ring muscles-ups to goblet squats and front 
leaning rest on the floor). 

  

How to Set Up TrueCoach for Efficiency 

Below we’ll review various ways you can set up efficiencies in TrueCoach. 

●   Programs: 

To create efficiencies using the software, utilize the Programs feature. 
This can be useful when onboarding and assessing a client. We 
recommend creating a few different types of assessments for different 
levels of clients. For example, levels one, two and three, which can be 
edited as needed for each client’s onboarding. 
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We also recommend that you do this for the client’s movement screen as 
well to have a place in TrueCoach where you can upload their videos, 
notes, etc.  

●   Metric Sets: 

  

Metric Sets are a great tool to track assessments and another way for clients to connect 
to their program. Metrics are found in Library in TrueCoach. You can break metrics into 
different categories such as rep maxes, energy system tests, gymnastic or bodyweight 
tests, body composition tests, etc. 
  
Ensure after you insert your specific metric sets, you assign them to your clients using 
the Assign Set button at the top (hold shift, and select multiple clients to save time) 
Once your Metric Sets are created, you can easily attach them to any piece within your 
client’s program 

 

 

  

●   Exercise Library: 

  

TrueCoach has an outstanding selection of preloaded videos, but there’s also a feature 
that allows you to add specific exercises and even sort them by patterns, types, primary 
muscles and planes. Of course, it’s best practice to only add videos that are to the point 
and demonstrate exactly how to perform the exercise. 

  

●   Warmups and Cooldowns: 

In TrueCoach, we also have the ability to save warm-ups and cooldowns. 

  

●   Documents: 
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The documents section is a great place to store client expectations and SOPs, local 
grocery store recommendations, directions on how to track food and it’s a place to 
upload ongoing education for your clients. 

  
○      

●   Team Section: 
  

If you have coaches on your staff, this is a great area to check in on your coaches 
30/60/90-day compliance percentages, programming timeline by due date, etc. 

* Planning: 

To keep you on track while programming specific training days, the planning feature in 
TrueCoach is an extremely beneficial tool. Be sure to: 

●   Create the name of the specific training cycle 
●   Create a quick description of the training cycle 
●   Input each day’s priorities within the specific day’s field 

After you save this, these priorities will now show at the top of the training day to keep 
you on track while programming each training week within the cycle 

  

Pricing 
  
When you think about pricing, you must keep a few points in mind: 
  

●   Your cost structure: 
  

* Each gym is going to have a bit different SG&A expense structure, but 
we anticipate your monthly expenses to be between 3-8k (not including 
COGS) with the largest expenses being rent and floor hours. This means 
you’re going to need to make what’s called a contribution margin (gross 
margin) on each client that allows you to earn enough money to not only 
cover your expenses, but to build some scale. 
○   For example, if you pay your coaches (after employee expenses) 
50% of each client’s revenue, do no Personal Training or sell supplements 
or merchandise and you charge $200, you will make $100 in contribution 
margin per client. If your cost structure is $6k, you need to have 60 clients 
to break even (assuming you are paying yourself as a coach). 

142



○   We want you to be able to break even around the 30-40 client mark 
when possible. There will be examples where it may take more. If you put 
some Personal Training sessions into the mix, you can get that client 
number down. 
○   We want you to be able to break even earlier because you work 
hard, and your service is valuable. A valuable service, coupled with a 
smart cost structure, should ensure your business is secure sooner, 
making it possible to scale faster. 
○   Remember that the lower your cost structure, while still remaining 
premium, the faster you’ll break even, and the more profit you’ll make. 
  

●   Your willingness to receive: 
  
 * You must know how important your service is to your clients. 

○   OPEX is NOT group training anchored at $150/month. We are NOT 
Planet Fitness at $10/month 
○   We are Revolutionized Personal training. Our product is better 
because: 

■   Personal Training often costs clients $600+ (many times 
$1000+ for 3 sessions/week) 
■   We offer more features/benefits than Personal Training 
■   While expensive is relative, we believe our service is worth 
over $500/month per client 

  
●   Your client’s willingness to pay: 
  

○   Your market has preconceived notions of what fitness should cost. 
Everything that you say, market, or do with your clients either bolsters 
your price point or hurts it. If you don’t present pricing to prospective 
clients in a confident way, they won’t pay up. If you don’t deliver consistent 
and outstanding service, they won’t pay up. If you don’t market well, they 
won’t pay up. 
○   Your price point should continue to move north with stronger client 
results, but you will want to price effectively (i.e. not too low) when starting 
out. 
○   If you connect more closely to Personal Training and its market, 
your audience will be much more likely to pay more because they already 
expect it to be much higher than group training. 
○   If you connect more to group, there’s a possibility these clients will 
try to push your value down. Because you have costs and it takes 
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approximately two hours to serve a client in a month (not including floor 
hours), you need to make enough money to build a strong and 
professional business. 

  
* Pricing your Services: 
  

*While every market is different, you must price above $200/month per 
client for OPEX Individual Design. We recommend $275 for locations 
outside of city centers, with that number moving to $300, within a year. 
We recommend $350 for most locations in city centers due to your cost 
structure and the fact your audience’s WTP is higher. 
○   To feel confident in your pricing, be sure to do research on other 
businesses you compete with, as well as businesses that your target 
market patronize. Consider the following: 

●   What is your competition’s monthly cost versus what 
they offer to their clients? 
●   What do their facilities and amenities look like? 
●   Do they fully personalize workouts? 
●   Do they write all workouts for their clients or just when 
they come into the gym - i.e. PT? 
●   Do they work nourishment and lifestyle? 
●   Do they do assessments? 
●   Do they do monthly consultations? 
●   Are their coaches on the floor? 

○   Take a look at this document to see how you might further play with 
pricing Membership Site 
  

●   Personal Training should be charged in addition to a client’s monthly 
membership and should only be offered to people because they need it. To 
price personal training, we recommend doing the same research as above 
and then pricing a bit higher than you think. The reasons to do so include the 
fact this isn’t your main service; only clients who need it are being sold it, so 
they tend to be stickier and have higher WTP; plus, they are already bought in 
to you because they are your clients.  As a guideline: 

  
■   Don’t price under $75/hour 
■   Work hard to get to $100+ which will happen as you gain 
clients, limit the amount of sessions you do, and do a good job 
within these sessions 
■   Sell individual sessions or blocks of 12 
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●   If they buy 10, make the price the anchor price you 
want to charge 
●   If they buy one, add approximately 15-20% to the 
price of the block of 10 
●   With the 4 Week Trial there is a good amount of work 
so you can’t give it away. We generally recommend 
approximately $199 or more. 

●   Assessment Only 
○   Because you are either working free trials or full memberships, you 
mostly want to use the assessment price as a sales tool that can be 
rolled into a membership to close the deal 
○   We generally recommend $199 as the value. If you’re rolling it into 
the membership, use the real value (i.e. three full sessions) at the full 
PT price for those three sessions 

  
Most people don’t take pricing seriously enough. You need to do your research, test 
your market (i.e. set your pricing and do test runs with friends, family, and others who 
you’ve not met before), be confident, and successfully close clients at your price. 
If you’re priced too low, you should be closing a bunch of deals. Be aware you may 
regret this later. If you’re too high, have no success stories to back you up and are not 
confident you won’t be able to attract and close enough clients to grow fast enough 

Removing Grandfathered Pricing 
  
If you’ve ever owned a gym or coached people for a long period of time, you’ve 
probably struggled with some or many of your client’s price points. If you start out and 
don’t have the expectation that prices may go up over time, it will be very challenging to 
increase prices, if indeed you’ve earned the right to do so. That said, when you do 
deliver an outstanding service consistently to your clients, you will earn more client 
willingness to pay. When it comes time to remove grandfathering your client’s pricing, 
we recommend offering them the following choices: 
  
  

●   To go month to month at their coach’s current price point - not their 
coach’s previous price point 
●   Buy a 12-month contract at 5% discount from their coach’s current price 
point 
●   Buy a 24-month contract at a 10% discount from their coach’s current 
price point 

  

145



You’ll likely face this situation after one or two years when you’ve built credibility and 
brand power. To avoid a similar situation going forward we suggest: 
  

●   Ensuring you position future price changes to your new clients when you 
sell them their first contract 
●   Ensure your contract clearly states this and what happens after their 
contract period is up 
●   Earning their ongoing trust by overdelivering. 
●   Two to three months out from a client’s contract being up, you’ll want to 
notify their coach so that they can ease them into a price conversation by 
positioning their long-term results and relationship. When it comes time for their 
first contract to end, if you have set the expectation up front of price changes, 
transitioning them to a second contract will generally go smoothly. 

○   If the coach’s price has not changed, you’ll want to discuss the 
longest-term contract on offer as the client can receive a discount if they 
sign up for 12/24 months. 
○   If the coach’s price point has changed, you’ll still want to position 
the longer-term contracts because your clients will likely be able to stay 
pretty close to their current rate if they lock back in. 

●   You will need to renew contract monthly as opposed to just letting people 
go - that will take a bit of work each month, but you’ll lock in longer term contract, 
increase client retention and LTV, and increase revenue/profit 

  

Owner Pay 
  
As you would have seen in the pro-forma, we want you to work hard to get your gym up 
and running with a low-cost structure. We don’t want you to skimp on paint, cleaning 
supplies, the equipment required, the right assets/signage, and amazing coaching. 
From there it’s all about hard work, the right and consistent message, and talking to 
your target market every chance you can get so you break even and can scale up with 
additional coaches. 
  
Should you decide to bring in coaches before you have broken even, you must 
understand the tradeoff. The upside of hiring coaches earlier means: 

○   You should grow faster because both you and the coach can spend 
more time bringing in more clients. 
○   You should have more time to work on the business because you’ll 
get the coach to help with floor coaching and sales consults 

146



  
The downside of hiring another coach earlier, meanwhile is that: 
  

○   It costs more money as you’ll want to pay your coaches sufficiently 
well and an additional coach requires more of your attention. 

  
Given we recommend delaying hiring another coach, we suggest paying yourself first 
and doing so paying attention to this structure: 
  

●   Set your financial books up smartly 
  

○   Know how much cash you have 
○   Know how much your costs will be each month so that you can 
project your cash runway, i.e. how many months/years you could survive 
without bringing any clients in. 
○   Take the time now to consider these costs: 
 
Design Note: Please Give 2-3 lines here 
  

●   Know the number of clients you need your first coach hired by 
○   We find this number to be 25-35 clients 
○   Take the time now to consider this number 
 
Design Note: Please Give 1 line here 
  

●   Know the number of clients when you’ll begin to hire your first coach. This 
is different than the above number and allows you to know when you must have 
your job descriptions out and be interviewing 

  
●   Pay yourself $0 except if you make profit 

○   While you get up and running, your cash flow in the business is 
critical 

■   If you decide to take out coaching commission or salary, 
make sure you factor this into your cash position 

●   In your financial metrics, show the numbers as if your coaching 
commissions were tracking at 40% (this assumes you’re not paying yourself). 
This is for you to see what your business looks like when all clients have 
approximately 40-50% of COGS attached to them. 
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●   When you bring coaches on, begin to physically pay yourself via 
commissions or a salary based on the clients you’re working with. This can and 
should grow over time as your business grows in profit. 

○   Always consult with your accountant because you should take the 
bulk share of your monthly take from profit as it’s taxed at lower rates 
(currently). 

Coach Pay 
  
Professionalism is a huge part of our OPEX brand. Part of being a professional is that 
professionals make money. Professionals make enough money, in fact, that they can 
not only live but have a family and enjoy some security. 
  
We believe coaches need to earn the professional badge, but that Gym Owners must 
give them the opportunity to do so.  Too many fitness systems rely on paying their 
coaches by the hour but don’t give them enough hours to earn a legitimate wage. Three 
classes a day, four days per week @ $20/class = $1000/month is simply not enough to 
live on. 
  
To give your coaches the opportunity to be professionals, we believe you must do a few 
things really well: 
  

●   Onboard them where they feel safe financially 
○   Not only do we believe they should make an hourly wage for floor 
hours (approximately minimum wage is fine because this isn’t going to be 
main source of income) but that they should earn a draw commensurate 
with their experience as well as their needs. 

■   Often this is approximately $1-$2k/month. We realize that 
this payment isn’t safe for the long run, but it is fair for the limited 
hours they will work until they build a client base 
■   Once they coach enough floor hours and people to earn 
more than the draw amount, the draw goes away 

●   At this point you’ll want to pay them based on client revenue 
○   Base this on a 40% scale that can increase 0.5% per year with 
quality execution 

■   That means that if a client is paying $300/month, the coach 
will make $120 from that client if they are in year one 

○   If you find that a coach is an outstanding performer and you want to 
incentivize them further, move their percentage up a small amount as long 
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as their price point is higher than your base price point. Ensure the gym is 
still making net more money after paying the coach 

■   If your lowest price point is $300, for example, and a coach 
is outstanding and worth 41%, their price point could be $325, for 
example, because $300*(1-40%) = $180 and $325*(1-41%) = 
$191.75 to the gym 

●   Pay them the same percentage for Personal Training as you do for OPEX 
ID 

○   Do this because they are already earning their % from that client’s 
monthly program, plus the program is already written and you shouldn’t be 
overly incentivizing personal training. 

  
Why not pay a higher percentage? 
  

●   You are going to have to pay coaches as employees which means you’ll 
have payroll expenses that will be approximately 7% more than if you didn’t pay 
them as employees. This being so, you’ll be paying out approximately 50% when 
you factor in tenured coaches earning more than 40%. Your business needs to 
earn a high enough gross margin to grow. On top of this, you’re also paying them 
for floor hours. 

  
We recommend paying coaches every two weeks; the 15th and 30th of each month 
(earlier if it’s a weekend or holiday). 
  
Over time, we’d love to see more and more coaches have health care and 401k (a 
retirement package), but you need to ensure your business is solid first. 
  
  
Floor Session Process 
  
The floor session is one of the most important factors in OPEX’s efforts to revolutionize 
Personal Training. Whereas Personal Training inherently keeps people apart, OPEX 
training on the floor brings them right back together. 
  
To run successful floor sessions, you must do a few broad things well: 
  

●   Make people feel safe 
●   Make people feel a part of the group; not once, but every day 
●   Make people feel inspired to train 
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●   Help people have fun; this is a bit different for each client, but you must 
keep the environment upbeat 
●   Help people remember the long-term.  Your role is not to make them go 
for it every day, but to help them execute their longer-term game plan. That might 
mean firing them up to go for a record or relaxing them when they’re doing easy 
aerobic work. 

A floor coach’s session should look like: 
  

●   The client comes through the front door having seen a quality exterior (i.e. 
Good signage and windows). The client should immediately sign in to your 
system. If you don’t have a front desk person, the floor coach must be across 
this. 
●   The client should put their things into a locker/cubby. Note that this should 
be how the facility is setup so that there is zero confusion where people should 
go 
●   The client should write out their work out on a personalized whiteboard. 
The person can print their workout out if they choose, but don’t offer to print 
workouts for people onsite. Unless the person wants to shoot any video of their 
workout, encourage clients to leave their phone with their belongings. 
●   The client should go to the warm up area and start their warm up. 
●   The client should go to the floor, setup their work out and do their training 
●   The client should clean up their space, spray/wipe it down, and then leave 
the floor 
●   The client should cool down and stretch in the same place as the warmup 
area 
●   The client should wipe clean their whiteboard after they record their results 
in TrueCoach 
●   The client should shower, change their clothes and pack up 
●   The client should leave the same way they entered 

  
Within the above the coach should aim for the following client touch points: 
  

●   Immediately upon walking in, the coach should greet the client. Ideally the 
front desk is visible from the gym floor. 
●   When the client is writing down their work out on their whiteboard, this is 
an opportunity for the coach to help set the client’s intent for their workout. Ideally 
the table upon which this takes place is visible from the floor. 
●   When a client is training, it’s the coach’s time to ‘conduct the orchestra.’ 
●   When the client is walking out, say goodbye, leaving them with a good 
impression of OPEX and some accountability. 
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Some additional points about floor coaching: 
  

* We want to keep the client to coach count at 10:1 at all times. If you decide to 
exceed 10 people, make sure you’re prepared with another coach. We suggest 
10 as if you go beyond this ratio to say 15 people in a 60-minute session you’d 
only have four minutes per client. Four minutes is not enough to fully serve your 
clients on an ongoing basis. 
●   Be aware of all the systems that can assist with creating efficiencies 
including, pike13 and TrueCoach. 
●   Always keep the facility clean and sprayed/wiped down. Place wipes or 
spray/paper towels around the facility (keep them stocked) and set the 
expectation with all clients to always clean up. In the event a client doesn’t clean 
up after them, the coach must. 
●   Energy is absolutely essential. Do not work your coaches beyond a three-
hour block of coaching. Some coaches shouldn’t go over two hours. 
●   When you have the coaching power and financial capacity to do so, we 
recommend overlapping coaches during your busy times. For example, 

If a lot of people come in at 8am, have one coach work from 5:30 am-8:15 am, and 
the other from 8 am-10:15 am. 

  

Facility Introduction 
  
As with everything, your facility depends on your goals, cash in hand, style, and the 
clients that you bring or don’t bring with you to your OPEX Gym. That said, in general, 
we would like to see you rent buildings at the $3500/month or less mark. Our model is 
about breaking even early and then making linear profit gains for years: this figure 
ensures that. 
  
Given we do not anticipate hockey stick exponential growth (if you’re an epic marketer, 
that may be different), you must smartly manage your cost structure. With this in mind 
we suggest your rent be no more than 20% of your anticipated full capacity rent. That 
means if you can safely have 125 clients in your gym and they will pay $300 and, as a 
gym, you’re doing 8 PT sessions/week at $100/session, your gym will make 
approximately $40k/month in revenue. This would mean your facility needs to cost less 
than $8k/month. If you expect $30k in revenue/month meanwhile, you’ll want a facility 
that costs $6k. 
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If you can secure a facility that costs $3500/month and you can still make $30+k/month 
in revenue, now you’re going to make more profit which will help manage cash in the 
beginning. 
 
In terms of what to look for in a facility, here are some tips: 
  

●   A safe area 
●   Be able to be lit effectively 
●   Good visibility from roads 
●   The more windows, the better 
●   A garage door is great, though not mandatory 
●   The possibility to safely run outside 
●   Enough parking spaces. If you’re in a city with public transport this matters 
less 
●   A men’s and women’s bathroom and shower 
●   A square setup 
●   10+ foot ceilings (20-foot ceilings are unnecessary) 
●   Few to zero beams holding the roof up, so the floor is open 
●   A separate office and consult/assessment room. If you grow larger, you 
may need to use the office as another consult room. The office needs to be able 
to hold two small desks as well as have additional space for consults or 
meetings. 
●   Double doors to keep the heat/cool in the building 
●   An outdoor and indoor shoe cleaner 
●   Cubbies over lockers (lockers seem to accumulate items in them) 
●   We recommend these client supplies: 

○   Personalized whiteboard (available from Amazon) 
○   Personalized clocks/stopwatches (available from Amazon) 

●   Always be alert for any places in the building that might need additional 
(and expensive) building work. 
●   Get to know your neighbors and build real relationships with them. The 
better you know them and are, in turn, respected, the better any challenging 
situations will be with them. 

  
Some general real estate guidelines to think about: 
  

●   Know what your square footage will cost annually (in dollars per sq. ft) and 
research what other facilities in similar locations/situations are 
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●   Always understand if you’ll be paying something akin to triple net. This is 
when you pay additionally on top of rent for taxes and fees. It’s normal to do that, 
but it makes the pricing different. 
●   Research who your neighbors are and get an understanding if they will be 
an issue for you in terms of music/weights dropping 
●   Ensure your lease clearly states that you can drop weights from above 
your head and play loud music 
●   Ensure the facility is zoned properly for commercial usage as changing 
that with the city can be challenging 
●   Know that in most normal real estate transactions, you’ll need months 
after signing the lease to get any renovation and construction done. 

○   Research how long this will take prior to signing the contract 
○   Know what your architectural plans will need to look like 
○   Know what you’ll need done with the city 
○   Know what permits you’ll need 

●   When possible, we recommend you negotiate shorter term leases with 
options to extend your lease. This doesn’t always work by any means, and the 
bigger and better the lease, the more longer-term the property owners generally 
want. Ideally, you’ll negotiate a five-year lease, to a two-three-year lease with five 
years of options behind it. 
●   Always understand your utilities prior to signing 

○   What will you likely pay for gas/electric? 
○   What will you likely pay for water? 
○   What will you likely pay for trash/recycle? 
○   What will you likely pay for internet/phone? 

●   Know what you’ll likely pay for cleaning up front. If you’ll be cleaning, 
commit to three days a week of quality cleaning (particularly the floor). 

○   Wipe down bathrooms daily 
○   Wipe down equipment daily 

  
 
 

Facility Cost 
  
We’ve briefly discussed pricing, but this section will look at it in greater detail. Broadly 
speaking we recommend: 
  

●   Owning and managing your cost structure smartly 
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●   Paying attention to the size of the facility versus exactly how many people 
you can put into the gym 
●   Understanding all of the additional costs you’ll face monthly 

○   Utilities 
○   Internet 
○   Trash 
○   Cleaning 
○   Supplies around the facility 

●   Understanding your renovation expenses. It’s preferable to not have to 
renovate a facility but if you do consider: 

○   Bathrooms and showers can get expensive fast 
○   Offices/drywall are less expensive, but they add up 
○   Keep your total renovation (architecture, permitting, contractors, 
supplies, etc.) to $25k or less 

●   Understand your signage needed 
○   Neon signs will be $5k+ unless you have a contact in the business 
○   Some complexes insist on particular signage, so understand the 
pricing for this up front. 

●   Understand price of location versus the marketing needed. The better the 
location, the less marketing you’ll need. 
●   Understand location versus price. Similar to the marketing need, if your 
location is close to everything it can often indicate ongoing costs. Think a city 
versus a rural gym. 

  
All that said, we still recommend staying at $3500/month or less in rent. To make $3500 
worth the money, you’ll want these features: 
  

●   A medium to small (to none) renovation, i.e. $15-20k or less. 
●   A decent location but not in a city next to Lululemon which would be overly 
expensive. 
●   Utilities that are fairly priced. Be aware some buildings have poor 
heating/cooling which will make your utility bills high each month. In a tough 
winter or a hot summer, ideally you want your utility bill to be approximately $1k 
or less. 
●   Zoned commercial 
●   Has parking already permitted 
●   Safe 
●   High enough ceilings 
●   Ability for bathrooms/showers 
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We are always careful to say what your $/sq. ft cost should be, but you need a runway 
of cash as you work to put more people into your gym.  Be sure to also keep that sub 
20% rent cost versus revenue once you have acquired clients. In fact, the lower that 
percentage, the better. 
  
Check out the Financial Analysis Model on the Membership Site 
  

Equipment 
  
As an OPEX Gym is not a group model, you do not need, for example ten 20# wall balls 
up front. Indeed, you need less equipment, and what you will have will go further, based 
on the variability of when it gets used. 
 
To get up and running consider sourcing:   
 
  
Additionally, you’ll need the following supplies: 
  

●   Personalized Whiteboards. We recommend double the number of people 
who could train on your floor at one time 
●   Stopwatches or clocks (kitchen timers can work well). We recommend 
double the number of people who could train on your floor at once 
●   Toilet paper (always have more than enough) 
●   Paper towels 
●   Hand soap 
●   If you have a shower 

○   Shampoo/Conditioner 
○   Body wash 

●   Medical kits 
○   Bandages – regular and butterfly 
○   Alcohol swabs 
○   Neosporin 
○   Gauze 
○   Athletic tape 
○   Heart defibrillator   

●   Fire extinguishers as required by your law/codes 
●   Office supplies 

○   Printer 
■   Plenty of printer paper 
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■   Plenty of printer ink 
○   Sign in desktop or iPad 
○   Computer (with web access, Word, Excel, PowerPoint, and enough 
power to handle those programs and internet access) 
○   File cabinet for client files and contracts, etc. 
○   Pens 
○   Whiteboard materials 

■   Dry erase markers 
■   Whiteboard spray bottles 
■   Whiteboard towels, not just erasers 
■   Whiteboards for planning in the consult/assessment room, 
office and gym 

○   Cleaning supplies 
■   Lysol wipes 
■   Bathroom and equipment cleaner spray 
■   Heavy duty sponges for bathrooms 
■   Broom 
■   Dust pan 
■   Mop 
■   Mop bucket 
■   Floor cleaner 
■   Trash cans 
■   Trash bags 
■   Lifting tape 

  
And for the consultation and assessment room: 
 
  

●   Scale (many of our gyms have purchased an Inbody Machine to measure 
weight, bodyfat, water levels etc.) 
●   Body fat calipers (Harpenden is recommended) 
●   Measuring tape 
●   A table for mobility analysis (e.g. massage table) 
●   2 comfortable chairs for conversations 
●   A desk 
●   Whiteboard 

○   Dry erase markers 
○   Spray to clean the board 
○   Towel to wipe the board 

●   Selling materials       
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○   Any infographics or sales tools 
○   Menu of services in a graphic and clear way 
○   A computer or iPad to sign them up on the spot 
○   Same computer/iPad to show any video references or 
movement/mobility analysis that is needed 
○   Contracts ready for them to sign 
○   Camera/phone ready if you do before/after pictures 
○   Books (referencing a book and showing visuals can solidify your 
expertise) 
○   Pictures, tapestries, plants, or branding pieces (four walls with no 
character will not sell as well as some positive décor). 

  
Remember, you are working with prospects to get them to understand exactly where 
they are today and where they could be. The room needs to feel inviting, trustworthy, 
simple, and open enough for them to begin that process. 
 
Your office 
 
  

●   Pictures (of your family, friends, gym members, whatever feels great to 
glance at for inspiration) 
●   A desk 
●   A chair that is both adjustable and rollable   
●   A computer 
●   Whiteboard 

○   Dry erase markers 
○   Spray to clean the board 
○   Towel to wipe the board 

●   A place for coaches or employees to sit comfortably for any meetings or 
conversations 
 

  

Facility Size 
  
We’ve touched upon facility size, but let’s look at it in greater detail. 
  
All things being equal, we recommend a facility up to approximately 3500 sq. ft (notice 
the $3500/3500 sq. feet ratio), but we find 2-3k sq. ft to be optimal. 
  

157



Given we believe in a 10:1 client to coach ratio, you’ll want a gym that can hold at least 
10 on the floor at once. You can get away with 7:1, but anything less than that simply 
isn’t enough people to allow for proper scale. If you go over 10:1 in terms of size, try to 
get 18-20:1 so that you can maximize the need for a second coach. 
  
  
  

Designing Your OPEX Facility 
  
The OPEX differentiator is a personalized and premium service offering. Although being 
cost-effective is important, a premium look and feel for your facility is a must. 
  
To get that look consider these basics: 
  
* Be in a safe area. Clients must be comfortable traveling to your facility at all hours. 
  
* Effectively light your facility. 
  

○   Two showers, one minimum. These should be upkept, and your 
clients shouldn’t think twice before showering in them 
○   Higher ceilings (12’+) as these open up smaller sq. ft spaces and 
don’t feel as cluttered 
○   Retail space over warehouse. We understand that this is not 
feasible for some markets, but the retail space typically allows for more 
foot traffic and a more premium look 
○   Signage outside that has a professional look 
○   And more specifically when it comes to flooring: 
  

■   Rolled rubber flooring that’s > 8mm 
■   If you live in a geographical area with extreme weather 
shifts, professionally glue down your floor to avoid contractions and 
expansions throughout the year. 
■   In your common areas go with a premium look rather than 
just concrete. This could include opting for cost effective vinyl 
“wood” flooring, tile, 

  
○   The OPEX Wall 
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■   A staple in OPEX Gyms, these are usually made out of vinyl 
wood flooring, with a trim and vinyl lettering spelling out the specific 
Gym’s name. 

  

  

 
  

 
 

○   A distinct welcome area 
■   A front desk or kiosk upon which someone can sign in 

digitally, pick up a brochure or business card 
○   An area for clients to drop their personal belongings 

■    Away from the gym floor, this would be a cubby to store 
bags, wallets and clothing safely 

○   Designated warm up area 
While this doesn’t need to be a separate, walled off area, it should 
match the training flow 

○   Consultation room 
■   A designated, comfortable area to perform private 
assessments and monthly consultations 

○   A personalized set-up in the gym 
■   Individual squat stations over a rig gives the appearance of 
personalized fitness 
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■   If possible, aerobic implements, barbell, plates near each 
station 
■   Posters/branding in the gym 
 

○   A clean facility 
■   Wipes for clients to clean equipment with 
■   Floors, facilities, equipment cleaned consistently 

○   Service 
■   A premium looking facility means nothing without the service 
to match. 

  
 
  
MARKET 

Marketing|General OPEX Gym Funnel 
  
This section will look at how to view the effectiveness of your marketing engine. In th |e 
marketing sphere, this is called your funnel. 
  
When thinking about your marketing funnel, you need to view it in relation to your 
client’s buying cycle. You can view these two ways: 
  

●   Circular with four stages 
○   Stage One:  Awareness – this is when clients don’t yet 
know/understand you exist and when you’re driving traffic to the places 
where they can learn about you. 
○   Stage Two: Pre-Commerce (or Consideration) - this is when the 
client knows you, but they are taking the steps necessary to see why 
you’re different or better than other alternatives. Here you might be 
supporting their consideration with blog posts, lead magnet content, social 
media organic posts, and as many in-person conversations as you can 
○   Stage Three: Commerce (or Decision) - this is when they are at the 
stage of buying so it’s about putting the right option in front of them. 
○   Stage Four: Post-Commerce (or Advocate/Evangelist) - this is 
when they have already bought so you’re providing them with the OPEX 
Coaching service. The better you do, of course, the more they will write 
reviews online, refer friends, and help solidify your brand as high quality, 
big results and outstanding relationships. 
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Remember, you are always marketing whether you are speaking to people in the 
community, coaching your clients on or off of the gym floor, writing a social media post, 
or even, dressing to go to a movie.  Your brand is determined by everything that people 
think about you (not just your gym). Take the time to plan your marketing strategy; the 
more consistently you can run that strategy, the better your marketing results will be. 
  

Your Target Market 

  

While your specific target market may differ based on geography, your team and their 
experience, we have narrowed down the overall OPEX Gym target market and, as such 
can make some generalizations about the kinds of clients we seek. Above all we’re 
looking for growers. That’s to say, we want people who have had some level of fitness 
experience in the past and who know they want more from their fitness. We aren’t going 
after people who have no interest in getting healthy or in long-term results, or those that 
are happier taking a pill. In short, we’re going after exactly the type of people who would 
believe in the same things that the OPEX Gyms brand believes in. 
  
Here’s a couple of avatars that illustrate this: 
  
Avatar #1 - Male - 42 years old 
  
Peter is a 42-year-old senior executive and father of three. For the past 20 years he has 
been focusing on growing his career. 
  
During his career he’s taken multiple courses on leadership and is an avid reader of 
self-development business books. Although his priorities are work and family, he knows 
in the back of his mind health is important, especially because he was at his fittest when 
playing rugby on the University team.   
  
As rugby is his definition of fitness he believes training involves intensity and primary 
movements like squats, deadlifts and bench press. He’s already tried HIIT type 
programs and CrossFit, as well as recreational sports like Flag Football and Golf. 
  
During the past few years, however, he’s been on and off with injuries mainly to his 
lower back and hips but hasn’t made the connection between sitting all-day and the HIIT 
workouts. He’s visiting the physiotherapist at least 3-4 times every other month. 
  

161



Recently Peter met up with an old friend who recommended OPEX.  What intrigued him 
was being able to achieve results by working out less. 
  
  
Avatar #2 - Female - 37 years old 
  
Sarah is a 37-year-old mother of two kids and a director of a software engineering 
department at a global technology company. She is constantly working under tight 
deadlines and with the stress of leading and motivating a team. 
  
Sarah used to play Volleyball back in University and loved the feeling of being fit and 
healthy. She maintains her health by going to Orange theory down the street by her 
office, plus the occasional Spartan race and snowboarding trip. Recently though, with a 
family and busy work schedule she is finding it difficult to fit exercise in and is becoming 
increasingly anxious about her lack of progress. 
  
Sarah hired a personal trainer but when this didn’t work a friend recommend an OPEX 
Gym. She’s excited by OPEX and the possibility of reducing her stress across the 
board. 
  
  
  
When you have a specific understanding of your target audience, and you couple this 
with insight into the clients that have stayed with you the longest (at the highest price), it 
will be possible to tailor your sales, marketing, and advertising to exactly the right 
clients. 
  

 

High Level Storytelling 
  
Stories are the means through which you’ll connect to your clients and prospective 
clients. In this section we’ll review some useful storytelling principles that you can 
borrow from. 
  

·   Words: 
  
Words sell things, design doesn’t. The simpler and more predictable you can make your 
message, the more it will connect. 
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·   Needs: 

  
Humans are motivated by certain needs best described by psychologist, Abraham 
Maslow as: food, shelter, relationships, esteem, meaning (spirituality). And ordered 
in the following way: 
  
  
The biggest mistake companies make is to forget to position their products/services in 
relation to these needs. 
  

·   Hero: 
  
When considering the story of your brand it’s key to cast your client as the hero. Three 
questions to ask of your hero include: 

  
What does the hero want? 
What is opposing the hero? 
What does the hero’s life look like if they don’t get what they want? 
  

If your story works, your hero (client) should be able to answer these three questions of 
you: 
  
What do you offer? 

How does the offer make their life better? 
How do they get it? 

  
* Seven steps of a story: 
  
In classical storytelling there are seven steps.  Within those steps a character: 
  

●   encounters a problem 
●   struggles with the problem 
●   a guide steps in such as a mentor 
●   the guide gives them a plan 
●   the character gets into action 
●   the character avoids failure and ends up succeeding 
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This very same structure can be used to fashion your brand story and speak to your 
clients. 

Social Media Introduction 
  
This section aims to give you an overview of social media, insight into why you’d want to 
use it, how you can prioritize platforms and some helpful tips to implement. 
  
The main foundational idea of social media is that it is scalable sociality. Said differently, 
a social media platform allows you to interact and engage with people in a scaled way. 
Some of the main platforms and use include:   
  

●   Social communities 
○   Instagram - visual storytelling online with your friends 
○   Facebook - radio and group storytelling online with your friends 
○   LinkedIn - business storytelling online with your network 
○   Snapchat - fast and fun storytelling online with your friends 
○   Twitter - text based and fast storytelling with your network 
○   The list goes on but those are really the big 5 at this moment 

●   Video platforms 
○   YouTube 
○   Vimeo - far less influential than YouTube 
○   TikTok - 15 second music videos 
○   Pinterest - while this began as a board of sorts, it’s moving into 
video 
○   Vine – struggling, but was popular 

●   Your website 
  
If your website includes a blog that experiences engagement, then your website 
can be considered to be social media. If there is no engagement, it can’t be 
considered social. 

  
  
  
  
Inevitably, more social media platforms will emerge but what remains unchanged is the 
importance of using social media to get the attention of and engage with your clients. 
After all, people buy from businesses they like. People like businesses they feel they 
can trust. Relationships build trust. Content builds relationships online. 
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Facebook Organic 
  
While there are a number of overlaps between Facebook and Instagram, OPEX Gyms 
have found more success with Instagram. That said, Facebook is important to use 
owing to the numbers of people on the platform.  Facebook has built its company on 
algorithms to drive marketing revenue. For your message to reach a big enough group 
of people, you’ll need your content to be highly engaging (i.e. to get likes, comments, 
and shares), but you also need Facebook’s algorithm to send it to those people. To 
ensure that it does, you’ll need to pay. Before you part with your money, however, it’s 
smart to understand the different types of (organic) content and to execute on them 
well. 
  
The basic forms of Facebook posts include: 
  

●   Common post – around for over a decade, this is the post in which you 
type out a thought and share it. A common post will reach approximately 30% of 
your audience. 
●   Common post with an image – a post in which you drag and drop images 
into a common post. These can be published in two ways: 

○   as one photo 
○   as a carousel of photos - this allows people to cycle through photos 
when they are fed your post 

●   Video post - this is getting more popular and is recommended if you have 
a high definition camera (even the phone) and a quality piece of content (client 
content or helpful fitness/heath content). 
●   Facebook live - you can now broadcast live to your audience. It’s unlikely 
you will get a lot of viewers but after you go live the post turns into a regular 
video post. 
●   Poll - you can now poll to your audience. We don’t recommend running 
many of these, but if you have a big enough audience and an interesting enough 
question (interesting to them, not you), you can learn a lot about your audience 
and get good engagement. 
●   Stories - this has grown greatly in popularity particularly on Instagram. 
Stories are designed to let people into your life for short bursts of time. These 
stories don’t require people to scroll, they play automatically. 

Photo story - a still image with a myriad of text, emoji and tagging options. 
○   Video story – as above 

●   Groups - Facebook has turned itself into a group-based algorithm play in 
that the more groups somebody is in, the more information Facebook can get on 
them to turn into marketing revenue. That means Facebook wants you in groups. 
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If you can get into local groups with high engagement and prove to be an expert 
to the people in the group, you can gain lots of followers and buyers. 

  
Now you have a sense of the different posts available, here’s some basic guidelines 
about building strong content: 
  

●   You need a business page for your OPEX Gym - this not only allows you 
to advertise, it allows you to leverage a personal and business page. It also gives 
you the ability to clearly show what your business does, how people can get in 
touch, and how they can take advantage of the service that will solve their 
problems. 
●   You must know who you’re trying to speak to - just like all target market 
conversations, if you spew out a message to the wrong people, they won’t care. 
You must send a great message to the right people at the right time. 
●   You must follow your brand guidelines - use the OPEX Gym brand 
guidelines as well as the OPEX Gym social media images as a starting point, but 
also decide what type/style of images and videos you will post to create a 
consistent/uniform brand. 
●   You must run off of an editorial calendar - you need to think ahead about 
what you want to post, why it helps drive your brand, and how it’s going to build 
awareness, interest, and buying demand. 
●   You must engage with your audience - if you post something and people 
comment, you must comment back. Social media needs to be social. Receiving 
likes and followers isn’t enough; without back and forth conversations, you’re 
missing the ball. 
●   You must highlight your clients - examples of people having amazing 
experiences inside of your gym(s) 
●   You must remember that social media must inherently entertain (your 
target market) – inject messages, images, videos, commentary that entertains 
people. If content is boring, not clear/consistent, or low quality (images etc.), 
people will not be entertained and will either stop following you or just never 
engage. 
●   You must pay attention to how people react to your posts - unless you 
track your metrics of how many people are engaging with your posts, you won’t 
learn what connects best to your audience tangibly. 

  
Whatever type of content you post, the goal is obviously to grow a (relevant) audience 
that you connect with by providing solutions to the problems they may be facing. Your 
solution focused content will build your credibility and rapport with your audience, 
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making them truly know and trust you. When they’re ready to buy Personalized Fitness, 
they ought to know to come to you. 
  

Instagram Organic 
  
We believe Instagram (IG) should be your platform of choice to: 
  

●   Build Trust: the number one reason people will join your gym is because 
they trust you. IG is a perfect place to allow your prospective clients to get to 
know you, your coaching staff, and your community. 
●   Acquire Customers: it is the most cost-effective way to engage your 
audience, spark interest, acquire clients, and retain them. 
●   Know Your Clients: clients and prospective clients reveal their most 
intimate emotions, share insight into their lifestyle, and post daily habits that 
become instant coaching intelligence. 

  
Some key steps to building a strong Instagram include: 
  

●   Upgrading to a business profile as this allows: 
○   Location, contact button email/phone 
○   Insights about your followers 
○   Content analytics 
○   The stories swipe-up feature (10K+ only but there is a hack!) 
○   The scheduling of posts with third party services like Later 
○   The promotion of posts 
○   Ads 

■   Photo and Video 
■   Stories 
■   Carousel and Collection 
■   Shoppable Posts and Stories 

  
●   Building your profile effectively by ensuring: 
 

○   Your handle is simple @GYM NAME 
○   Name Field: Option to use one to two targeted keywords that 
describe your services (30 Characters) 
○   Your bio is completed and has a single clickable link 
  

●   Planning your highlights 
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○   Teach a prospective client everything they need to know about you 
and your gym in under a minute. 

■   Create Highlight categories that showcase your core service 
offerings 
■   Save your best stories as Highlights  
■   Use Canva or Unfold for Highlight templates 

○   Highlight Ideas: 
■   Meet the Coaches 
■   Gym Tour 
■   Our Principles 
■   Our Process (Assessment, Consultation, PD, Nourishment) 
■   Testimonials 

●   Understand your audience 
○   Gain insights into your audience consistently 

■   Gender 
■   Age Range 
■   Top Locations 
■   Top Days and Hours 
■   Reach 
■   Engagement 
■   Photo, Video and Stories Insights 

●   Identifying the best times to post 
○   Go to your insights 
○   Identify your top three days for posting 
○   Identify the top posting hours for each of those days 

●   Designing your feed intentionally 
○   Remember, your feed is your first impression. 
○   Design your feed with a clear understanding of what will visually 
and emotionally connect with your audience. 
○   Your top nine posts should always tell the story of your 
brand/business 
○   What makes a feed eye catching? 

■   Be thoughtful about your overall aesthetic 
■   Use color and branding elements 
■   Identify specific shooting locations to tie images together 
■   Keep editing consistent by using the same lighting, tone, 
filters or treatments 
■   Consider the use of white space and cropping as you shoot 
and edit images 

●   Using stories for everything that doesn’t fit your aesthetic desired look 
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○   BTS/Day in the life 
○   Testimonials and Reviews 
○   Before and After/Client Progressions 
○   How to 
○   Tips 
○   Q&A/AMA 
○   Interviews 
○   Guest Takeovers 
○   New blog or podcast promotion 
○   Polls 
○   Service explanation (ID/Personalized Fitness) 
○   Promotions 
○   Events 
○   Tapping progressions 

●   Making photos and videos consistent and quality 
○   Build a quality media library and leverage OPEX’s 
○   How to get quality photos/videos 

■   Be thoughtful about lighting 
■   Use portrait mode 
■   Keep editing consistent. Use the same lighting, tone, filters 
or treatments 
■   Use apps like VSCO or Snapseed for tone refinement and 
highlight contrast 
■   Use color and branding elements from your brand kits 

●   Planning your content 
○   Pick one day a week/month to plan and schedule all of your posts 
○   Batch upload pre-shot and edited media to a planning tool like 
Later, Sprout, or UNUM 
○   Select, drag, and drop media onto the calendar 
○   Create captions and hashtags and save your favorites for reuse 
○   Leverage post scheduling or alerts to post daily 

●   Writing quality captions 
○   Your post captions should never be an afterthought. 
○   This is your place to tell a story, engage your audience, and share 
core values that make your gym truly stand out. 
○   IG captions are the new blog so don't be afraid to go long-form. 

●   Using content themes 
○   Tell a personal coaching story (something you have learned or a 
life experience that connects to your why) 
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○   Share a personal opinion (take a stance, share something you 
stand for, or your principles and beliefs) 
○   Teach - demonstrate your knowledge and show your expertise 
○   Demonstrate or share a pain or struggle that you or a client is going 
through and how you are navigating the challenge.   
○   Make an invitation to take action and deepen the relationship such 
as: download, sign up, RAC 
○   Provide proof of your success, e.g. client testimonial 
○   Practice what you preach: show yourself living the fitness lifestyle 
○   When you’re trying to sell be sure to: 

■   Create a consistent brand voice, your IG should sound and 
feel like you and OPEX. 
■   Always tell a story or provide value. Give people insight into 
your coaching philosophy, gym community, tips on training, 
nutrition, recovery, how you organize your day, manage your 
business and relationships, etc. 
■   Highlight a call-to-action. What do you want your followers to 
do? Invite your audience to comment below and join you in a 
conversation 
■   Use emojis to draw attention to your CTA and add 
personality to your caption 
■   Add @ mentions to connect, cross promote, and engage 
specific followers in the comments 

●   Using hashtags well 
○   Encourage your audience to use your branded hashtag 
○   Add hashtags throughout your caption to express personality 
○   Use your core brand/business hashtags within your post caption, 
but keep this to three to five so it doesn’t look spammy 
○   Use hashtags for growth and discovery, return several times or add 
these hashtags to the first comment 
○   Incorporate hashtags specific to the caption topic 
○   Research hashtags 

■   Build a list of tags you would search 
■   Mix general and local 
■   Use the explore feature and related tags to refine your list 
■   Leverage tools like Instagram tags and Later to research 
popular tags 

●   Getting more eyes on your content 
○   Tagging: Tag the accounts of your partners, coaches and clients in 
media and in captions 
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○   Timing: Immediate engagement signals quality content 
○   Engagement: You get what you give. Make time to give value to 
your audience 
○   Be Social 

■   Like or respond to every comment on your content 
■   Follow your clients/ followers 
■   Comment on your client’s posts frequently (be 
social/invested in their goals) 
■   Share your client’s/fan’s posts, tag them and give them 
some love 
 
 

  

Paid Social Media 
  
You’ve no doubt heard that advertising through Facebook can bring huge success to 
your business. There is truth to that, but it’s not as simple as it once was. The billions of 
dollars that Facebook is earning in advertising revenue means the amount of 
people/businesses advertising on Facebook has now increased making it harder and 
more expensive to gain attention. All that aside, if you know exactly what attracts your 
target market clients via organic social media, you have a great starting point on what 
will attract them via paid advertisements. 
  
As an introduction to Facebook advertising, check out these links: 
  

●   https://www.facebook.com/business/ads 
●   https://www.facebook.com/business/learn 
●   https://www.facebook.com/business/learn/categories/advertising-on-
facebook 
●   https://blog.hubspot.com/marketing/facebook-paid-ad-checklist 

  
Now you understand the basics, below are the different ways you can advertise: 
  

●   Boost posts – a normal post that you pay to post to more of your followers. 
This is a classic pay to play move. 
●   Paid ads - there are a lot of ways to do this so it’s important to know what 
you want to achieve.  If you don’t have any followers, for example, you’ll want to 
ensure you drive ads to either like your page, to your website or to read a general 
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blog post. If you have an audience, meanwhile, you’ll want to move them forward 
in their buying cycle, to either a deeper blog post or straight to an RAC request. 
The key thing here is that you’re driving to an outcome which could look like any 
of the following: 

○   Page Post Engagements 
○   Page Likes 
○   Click to Website 
○   Website Conversions 
○   App Installs 
○   App Engagement 
○   Event Responses 
○   Offer Claims 
○   Video Views 
○   Local Awareness 

●   Story Ads - advertise into a page/product (think RAC page or blog article) 
when somebody swipes in a story of yours 
●   Retargeting - this is still a paid ad, but it starts to segment your list down in 
order to send certain ads to people who have taken specific actions on previous 
ads or clicked on certain pages on your website etc. This is valuable as you don’t 
waste conversion ad dollars on people who aren’t far enough in their buying 
cycle. 

  
Once you know what your desired outcome and advertising style is, you must decide 
who (which audience) you’re sending your ads to. You have two main options with a 
myriad of sub-options underneath: 
  

●   Standard Audience Targeting - the main options here are 
○   Location 
○   Age 
○   Gender 
○   Languages 
○   Relationship 
○   Education 
○   Work 
○   Financial 
○   Home 
○   Ethnic Affinity 
○   Generation 
○   Parents 
○   Politics (U.S. only) 
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○   Life Events 
○   Interests 
○   Behaviors 
○   Connections 

●   Custom Audience Targeting 
  
If you already have a list of people, whether from social media or email you can 
create a new target list. Facebook is so sophisticated that it can find the people 
on your list, absorb their demographic and psychographic traits and create look-
a-like audiences so that you can reach more closely aligned people. 

  
Once you have your outcome and audience, you must set your budget. Set your budget 
carefully as if you have a huge audience Facebook could send your ad to them which 
will be costly. Next, you’ll decide when to send your ad. 
  
With these things in place Facebook will ask if you want to optimize for clicks or 
impressions. You’ll also need to choose between standard delivery or accelerated. If 
you choose accelerated, your ad spend could be spent quickly. Finally give some 
thought to whether you want to use a link click or a carousel of link clicks to send people 
to your page of choice (if that’s your goal) and how things will appear on desktop, 
mobile, or tablet views. 
  
Instagram Paid 
  
As Facebook owns Instagram there are many similarities, primary amongst them the 
fact you can drive ads from your Facebook Ads Manager to Instagram. 
  
As an introduction to Instagram paid, check out these links: 
  

●   https://business.instagram.com/advertising/ 
●   https://www.facebook.com/business/ads/instagram-ad 
●   https://blog.hootsuite.com/instagram-ads-guide/ 

  
Instagram currently allows these types of ads: 
  

●   Photo Ad 
●   Carousel Ad 
●   Video Ad 
●   Story Ad 
●   Collection Ad 
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Just like Facebook, you’ll walk through a very intricate audience targeting and payment 
process that you’ll want to optimize as you learn more about your target market and 
what connects/succeeds with your audience. 

Website Layout and SEO 

  
As an OPEX Gym, you have the option to add to your package a full website layout with 
opt in forms that connect to a CRM system that can automate emails, texts, and follow 
up with your prospective clients. 
 
There’s also opexgyms.com where all our gyms have a live landing page that OPEX 
drives traffic toward. The combination of your website and our main website will be 
helpful in that we’ll link to you, and you’ll link to us building out a better SEO for all of us. 
  
Here’s some guidelines for thinking about your website: 
  

●   It must be fast – your pages must load in sub three seconds or people will 
leave your site. Build-it-yourself sites like Wix or Squarespace allow add-ons or 
integrations but beware: they may make your site load more slowly. 
●   It must discuss the problem that your clients have 
●   It must clearly show how you present the solution to their/your problem 
●   It must have images (and video wherever possible) that articulates the 
problem, solution, service, and what the viewer should do next 
●   It must have simple and clear calls to action (CTA’s) in order to capture a 
client’s information for on-going conversation 
●   It must have relevant content that can be searched by Google’s crawlers 
●   It must have links from other sites to it 
●   It must have the back-end descriptions for images as this helps with web 
ranking 

Google Business 

  
Google is a powerful platform for people to find your business. Without a Google 
Business account, it makes it difficult for potential clients to find you when browsing the 
internet. 
  
Your Business Profile appears when people are searching for your business or 
businesses like yours on Google Search and Maps. Google My Business is an easy to 
set-up and entirely free way for people to find you. To set a profile up, simply: 
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●   Sign in to your business Google account on the Google My Business 
Page 
●   Verify your location. Google will send you a postcard in the mail to 
confirm. 
●   Ensure your page information is complete including, 

○   Address 
○   Type of business 
○   Hours of operation each day 
○   Phone number 
○   Website 
○   Services 
○   Opening Date 

●   Add photos, ensuring they show what your gym looks like and that they 
speak to your target market. 
●   Create a post 
●    For more information check out: 
https://support.google.com/business/answer/6085339?hl=en 

Reviews:  Yelp, Google and Facebook 
  
When you’ve served your clients with competency, consistency, and care (the trust 
triangle) they should be highly willing to tell their friends and family that they love your 
gym. Those conversations should yield two helpful things for your business, namely 
reviews and referrals. Today marketing isn’t as trusted as it once was. This being so 
people tend to only listen to the people they know. With this in mind reviews are 
essential. 
  
Online reviews are largely where people go to get the truth about a product or service. 
We suggest seeking reviews on three main platforms: google reviews, Facebook 
reviews and Yelp. To get great reviews it starts by providing an amazing service and 
retaining your clients. If a client has received outstanding service, ask that they review 
you. You can also systematize great reviews through a survey process like NPS scores. 
Automate this by sending a link to your review platform of choice when they give you a 
nine or ten. To avoid bad reviews, take great care of your clients: it’s that simple. 
  

Live Event Advertising/Marketing 
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Social media advertising is important, but it’s not the only thing that will help you grow 
your business. In a local market, you can build a very strong funnel of new clients by 
growing in-person awareness through live events. 
  
A live event is when you get face to face with people who are not yet your clients in an 
effort to make them aware of your business and build interest in your gym’s service. 
Some examples of live events include: 
  

●   Lunch and learns - many companies bring in speakers to help their 
employees with certain aspects of their lives 
●   In-body events – where you take an In-Body machine to a health food 
shop or restaurant and/or a sporting goods store 
●   Booth events – either unpaid or paid (such as health events, adventure 
races, large bike/running groups 
●   Networking groups/events - these can be hit or miss depending upon the 
nature of the group, but they do offer the chance to build a strong local network 
of referral partners 
●   Fitness events - in parks or convention centers, these are an opportunity 
to talk about personalized fitness and even demonstrate it. 

  
Once you’re at a live event you’ll want to: 
  
  

●   Think through how aware the people will be of you: if your audience has 
never heard of you or your gym, you’re going to have to start by building 
awareness. Capture their attention based on what they want/need or what 
problems they have. 
●   Be interesting and intriguing – be social and engaging, ensuring your 
booth or setup is inviting, interesting and connects well to the audience in the 
facility. 
●   Have a tight process designed to capture their information - never show 
up to a live event without a way to capture information. If you do a great job of 
capturing attention, clients will want more information and you must be able to 
get it to them quickly and simply 
●   Look the part - you are a premium gym owner charging a premium price. 
This being so you must have clean and attractive signage, banners, tablecloths 
and brochures that are reflective of your service 
●   Always follow up - build out your follow up plan before you go to the event 
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●   Have your pitch down - know what you’re going to say and why you’re 
going to say it based on your audience, location, agreed topic of discussion and 
what you want them to do after. 
●   Know why you’re valuable to the facility or business that you will present in 
– be sure to understand the goals and needs of the business you’re presenting in 
and spend some time thinking about how that aligns with yours.  

  
As you design your strategy, it’s worth considering the exact experience you want 
someone who meets you to have. Physically draw this out with software such as 
draw.io.  Consider the following when mapping this out: 
  

●   What can you do to stand out as a speaker or booth before the event? 
Can you get yourself onto the main page of a brochure/one pager? What 
design/content can you put on a brochure that might capture people? What social 
media can you do? 
●   Who do you know who has influence over the event who may be able to 
introduce you to others?  How can you give all of the participants value prior to or 
during the event? 
●   When people get close to your booth, what’s going to attract them to it? 
How can you use a member of your team to engage people as they walk by? 
●   When people get to your booth, what should they do? 
●   How are you building value in your conversations? Once you have their 
attention, what’s next? 
●   What can you give them in the way of tangible value so that they 
remember you? Think fidget spinners or little trinkets, as well as brochures. 
●   How are you going to follow up with everybody who signed up personally? 

  
  

General Email List Builds 
  
Have you ever heard the phrase, your list is king, in reference to the importance of an 
email list?  It’s certainly true as: 
  

●   Email means you have information about prospective clients. The more 
information you can get, the better you can add value to them in the form of 
content, and the more people you can get interested in your service. 
●   Emails are extremely cheap to send out and relatively successful. If you 
have an email list of 10k, you can send an email to 10k people, of which 20-30% 

177



of those people will likely open the email, of which approximately 10-20% of 
those people will click links. 
●   Email allows you to get the undivided attention of people unlike social 
media. 
●   You can use your CRM (customer relationship management) system to 
smartly take actions depending on what the person does with your email. If they 
click a link, for example, you can send them a different follow up email because 
they have proven interested in what you’re sending out 

○   You can highly segment your email list depending on what actions 
people have taken with you. This segmentation allows you to keep your 
list clean while still getting people to take/buy offers/assessments. 

  
Building an email list starts with creating a compelling reason for people to give you 
their email in the first place. We’ll now review the live event situations in which this 
might occur.  

  

Booth Email List Builds 
  
In booth situations, as well as all live events you can build your email list by ensuring 
you give people a reason to do so. Raffles are a great incentive. 
  
  
  

Lunch and Learn Email List Builds 
  
At a lunch and learn or office type event email lists can be built providing: 

●   You get enough people in the room. 
○   Give some brochures to the group explaining the value of the 
content you intend to deliver 

■   Get some helpful information about the group so that you 
can segment/specify the content you give to them up front 

●   Get and keep their attention by pitching your fitness content at the right 
level for the group. 
●   Have a sign-up sheet going around the room (position this as a way to 
keep in touch and continue to receive outstanding content about this topic). 
●   During the discussion, touch (don’t over-hit) on the service that you offer 
and how this conversation solves problems for your clients. 
●   Conclude by setting up the way that they can continue to work with you 
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●   Give everybody a brochure with your social/website/info to get more 
content 
●   After the event, send along your notes and more information to retain their 
attention. 

  

In-Body Events to Build Email Lists 
  
In-body events are great opportunities to capture emails as it puts you in a coaching, 
rather than a straight sales position. Moreover, it shows that you’re likely to use tangible 
facts/data in programs; it points out any problems the client may have in a few seconds 
and people often like machines. To ensure the success of this strategy be sure to: 
  

●   Build rapport and credibility with the target store prior to asking to better 
guarantee they agree. 
●   Go in-person to negotiate as it’s always harder to say no in person. 
●   Know exactly why this will help the business you’re targeting. Just 
because it helps you doesn’t mean it helps the business. 
●   Lock in a date 
●   Follow a very similar protocol to the other live event/booth strategy: 

○   Get people’s attention by setting up in a very easily seen place in 
the store 
○   Once you have their attention, you need to position the machine 
and coaching such as, “this is three minutes to a healthier you….” 
○   Get people to sign up prior to jumping on the In-Body so that you 
can give them more information after they leave the store 
○   Ensure they are comfortable prior to and during the In-Body 
○   After they jump off, make sure they stay with you (make the printer 
right next to you) until you can break down their results 
○   Speak to them for a few minutes about how they can work toward 
their goals most effectively with personalized fitness 
○   Give them their print out 
○   Personally, email them with thoughts about how they can 
improve/get healthier/more fit and what they can/should do next 

  

Website Email Capture 
  
Capturing emails on your website is a game that’s constantly in flux. That said here are 
some basic guidelines: 
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●   Make sure that you don’t destroy the UX of your site. We aren’t against 
pop ups but use them well. 

○   Place email captures into the scrollable storytelling. You want 
clients to pay you for fitness/health/lifestyle coaching, so this is the story 
you must tell across your site. Within that story, you must offer people 
content or an experience that takes it up a notch from just the website. 
That content must be gated – i.e. it requires an email to get it. 
○   Email capture must contain content that is better positioned for 
somebody who is aware of you and builds interest towards buying. 
○   You may have great blogs, but your email capture should come 
with longer form content and solid graphic design. 
○   Incorporate additional ways of attracting this interest including a 
free download page. 

■   Display a pop up at specific places on your site or after 
specific amounts of time on certain pages. Check out sumo for this 
or HubSpot. 

  
○   Once somebody either clicks on or gets to the opt in screen, you 
must make it very easy for them to get the content. Most forms will auto 
populate the person’s name. We recommend only asking for first/last 
name, plus email as you haven’t reasonably earned their trust to ask for 
more 
○   Once somebody opts in, they should be met with a thank you page 
which may include a video. Within the video you might include a call to 
action to drive that person right to an RAC. 
○   Have multiple emails behind the content adding more information 
and containing a simple CTA to RAC 

  
This strategy done well can reap rewards for years. The OPEX Coach’s Toolkit, our 
email capture content, is five years old and it still brings in approximately 400 
downloads per month. 
  

Social Media Email List Builds 
  
Social email list builds are becoming more interesting as companies such as Facebook 
introduce more styles of doing paid advertising, including lead forms. With the use of a 
CRM and some helpful tools like Zapier, you can deliver the same professional content 
as the biggest companies in the world. Here’s how: 
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●   Define the content you want to deliver to a certain audience 
●   Have your business Facebook account up and running 
●   Have ads manager up and running with a credit card attached as it’s 
always pay to play 
●   Define your audience. In platforms like Facebook, you can choose 
extremely specific parameters to target people 
●   Have the imagery/video that will serve as the initial hook to get people to 
listen to or pay attention to your ad. Be sure to create high-resolution and 
professional looking content that speaks to your audience. 
●   Make sure the hook, the text copy is clear, specific, and drives to the 
content. 
●   Make sure that you’ve chosen Lead Form, assuming you want that. You 
can choose a link that drives to a landing page if you prefer 
●   Make sure that if somebody opts in, your system/CRM auto sends out the 
download as well as puts their info into your system. 
●   Have your website setup with content. Once you experience some 
conversion, it’s time to push ads to it. 

  

Crafting Emails that Convert to Request a Consults 
  
There are a number of different categories to break marketing emails into, including: 
  

●   Broadcast newsletters - emails sent to your entire list (or you could send 
out versions to segmented audiences). You can drive to RAC, but you don’t 
always have to 
●   Lead magnet follow ups - emails that follow up content downloads. These 
should be aligned with the content that the person downloaded, and they should 
ultimately drive to RAC 
●   Live event follow ups - similar to lead magnets, but either people sign up 
at the event or you’ll drop them in after the event if you get emails on paper. 
●   Long term nurture emails after lead magnets - after a lead magnet it’s 
smart to send out follow up emails, approximately once per month. These should 
be value based emails that drive to RAC’s 
●   Re-engagement emails - to re-engage people formerly on your list 
●   Specific quarterly or monthly campaigns/offers - specifically timed 
campaigns designed to discuss a forthcoming public offer. 

  
To ensure efficiencies around in building these emails out, we recommend the following: 
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●   Broadcasts - build a quality newsletter template in order to make it easy to 
swap images, text, subject lines, and links. 
●   Lead magnet follow ups - build these out and automate the sending 
process. If you do additional lead magnets down the road just duplicate the 
structure and change the content/subjects. 
●   Live event emails - just like lead magnets, build the structure to be able to 
duplicate it. 
●   Long term nurture emails – build these once and auto drop people in after 
they move through a lead mag or live event follow up sequence. Once you build 
it, refine it to get higher percentages of people to open, click, and convert to 
RAC’s over time. 
●   Re-engagement emails – again, as with other categories once it’s built, 
you can re-use in different context. 
●   Offer emails - build the structure and then duplicate it with minor tweaks 
as you learn what converts the most effectively. 

  
Finally, it’s important to consider the effectiveness of your emails by monitoring your 
metrics. Here’s some guidelines: 
  

●   Number of emails sent - this number will help you understand your 
percentages. 
●   Number of emails opened - gives you insight into how strong your subject 
lines and the stickiness of your email list are. 
●   Number of emails clicked - shows you how well you were able to tell the 
story and get people to want to take the next steps. 
●   Number of conversions - how many people make it to the full next step. 
For most of your campaigns, the next step is a RAC from an email campaign. 
You need to know how many people in each campaign make it all the way 
through. 

  
Email is a strong option as there’s no tangible cost (unless you’re paying somebody to 
write the emails) so, you won't have a cost of conversion unless you pay to drive traffic 
into the email sequence. The goal with metrics is to see exactly where you are today to 
set up efficient email sequences that you can track into the future. As you write better 
copy, post better images, send at smarter times, connect to your audience given exactly 
where they are in the buying cycle, write better subject lines, and improve your CTA’s: 
your metrics will improve and in turn, your conversions.   
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Media: video and photography 
  
In today’s highly visual world your clients and prospective clients need to see more than 
just text. This is because: 
  

●   Images are memorable - we remember 65% of what we see versus 10% 
of what we hear 
●   Images communicate faster - it often takes 10 seconds to get a feeling 
from reading where it takes 100 milliseconds from an image 
●   Images keep readers around 
●   Images boost open and engagement rates - articles and blogs with 
images get 90% more views, and Facebook posts with images get two times the 
views 
●   Images help make sales - 67% of people say a high-quality image helps 
them to make a buying decision 

  
The types of images that can be used include: 
  

●   Stock photos 
●   Branded images or graphics 
●   Infographics 
●   GIFS 
●   User Generated Content (UGC) 

  
Images can be used on: 
  

●   Brochures + One Pagers 
●   Your website 
●   Your blogs 
●   Your social media 
●   Your emails 

  
Video, like images, enhances your conversations with your clients and prospective 
clients. With the continued advancements in technology, posting videos is getting easier 
and easier. It’s worth using video as research shows: 
  

●   It boosts sales by upwards of 80% 
●   Video builds trust 
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●   Google ranks higher when video is included 
●   Video is good for mobile users 
●   People find it easier to understand products and businesses when 
explained with video compared to merely text or images 
●   Videos gets more shares 

  
Video can be used: 
  

●   In social to show off what’s happening in your gym and to share your 
client’s progress 
●   On your website to talk about who you are and what your gym is, what you 
offer, and how to take advantage of it 
●   In blogs to enhance a subject 
●   On a tv/computer screen behind you at booth events 

  
  

Referral Growth and Consistency 
  
Understanding how much each new client costs to bring in is vitally important. We 
anticipate your OPEX Gym to benefit enormously from referrals given the quality and 
personalized nature of the service. Referrals are an excellent way to get clients in as it 
costs you $0. 
  
Follow these suggestions to maximize the number of referrals you receive: 
  

●   Look at every single client interaction as a possible referral situation (e.g. 
floor coaching, monthly consultation, on meeting goals etc.). If you treat people 
with great care, empathy, respect, consistency, and competency, you will receive 
more referrals over time simply because your clients have enjoyed such a great 
experience. 
●   Set your clients up with the expectation that you’ll grow and build a 
wonderful community together as they refer more people. When they sign up 
share that you want to earn their trust and referrals. 
●   We’ve found good success by doing referrals in two ways: referral cards 
(give these cards to all new clients) and reaching directly out to the referred client 
(via email or phone). 
●   When receiving a 9/10 NPS (net promoter score) from people, setup logic 
in SurveyMonkey to auto send people to both online reviews, as well as make 
the ask for referrals. 
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While we’re grateful for a client referral, we suggest exercising some caution around 
how you say thank you. Avoid turning referrals into a business transaction and send 
a small Starbuck gift-card, instead. Campaign’s one to two times a year to get more 
referrals are a good strategy but remember all strategies need to be built on 
delivering outstanding service. 

  

Testimonials - Success Stories 
  
Delivering a high level of service to your clients will ensure you receive a consistently 
high number of referrals as clients enjoying results, relationships and fun will want their 
friends to enjoy that too. That said, it’s important to continue to market to prospective 
clients and to do so through showing how your service is beneficial to current clients. 
Enter: success stories and testimonials. 
  
Success stories work because: 
  

●   Prospective clients see real people getting real results 
●   Prospective clients get a different perspective on why you are amazing 
●   Prospective clients see that your process works 
●   Prospective clients see inside of your gym 
●   Prospective clients get more touch points to build rapport with you 

  
To deliver a great success story, consider these things: 
  
  

●   Success stories need to be in the words of the successful client. When 
people speak in their own words, the audience feels more authenticity and 
therefore more connected to it. You’ll want to interview your clients to get great 
quotes about success. 
●   Consider storytelling principles when you construct the success story, 
such as: 

○   Who the person is ( 
○   What was the incident that made them realize they had a big 
problem? 
○   What the impact of that problem was 
○   What they chose to do to fix the problem 

■   They tried things 
■   Those things didn’t work 

185



■   They found you 
○   What did you (their guide) do to help them fix their problem? 

■   What did the help look like and why did it work? 
○   What does their life look like now that you helped them? 

●   It needs to have images of before and after; this makes it much more 
powerful 
●   It needs to clearly say you were the catalyst for their change 
●   You need to include links to larger stories or a video to learn more about 
their journey. The page on which this extra content sits must contain a CTA for a 
consult request. 

  
On your website we recommend at least three success stories, while on social we 
recommend one success story every month. The more you can connect your current 
clients to your prospective clients through success stories, the more new clients you’ll 
see in your gyms. 
  

Funnel 
  
Sales are a key component of running any successful business. Not only do you need 
to clearly understand when somebody enters your sales funnel, you must also 
understand if/how they move through it to improve your process of closing more trials 
and long-term clients. 
  
The sales funnel refers to the buying process that companies lead customers through 
when purchasing products. There are several steps which at OPEX look like the 
following: 
  

●   New Sales Opportunity - this is the kick off to somebody being interested 
in being your clients. Normally, you can identify them as interested as they’ve 
taken tangible action to tell you they are through: 

○   Request a consult - webform 
○   Request a consult via other means (think DM, email, text, call) 
○   Request a consult walk in 

●   Attempt to Contact Stages - this is when somebody says they are 
interested, but they don’t auto book a call nor do they answer calls/texts/emails 
when you send them. 

○   ATC 1 
○   ATC 2 
○   ATC 3 
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○   ATC 4 
○   ATC 5 
○   Never able to contact (send to long-term nurture) 

●   Pre-Qual Call Had - this is where you get on the phone with people to see 
if they are a good fit for your gym and if you are a good fit for them 

○   Was Pre-Qual’d 
○   Wasn’t Pre-Qual’d (send to long-term nurture) 

●   Booked an In-Person Sales Consult - this happens in the gym. We 
recommend setting up your sales RAC’s and follow up emails asking them to 
setup an in-person sales consult 

○   Showed up to In-Person Sales Consult 
■   Bought 4-Week Trial 

●   Converted from Trial to Client 
●   Didn’t Convert from Trial to Client (Send to Long-
Term Nurture) 

■   Bought Assessment 
●   Converted from Assessment to Client 
●   Didn’t Convert from Assessment to Client (Send to 
Long-Term Nurture) 

■   Bought full membership 
■   Not a good fit (Send to Long-Term Nurture) 

○   Didn’t show up to In-Person Sales Consult 
■   Re-booked In-Person Sales Consult 

●   Showed up to In-Person Sales Consult 
○   Bought 4-Week Trial 

■   Converted from Trial to Client 
■   Didn’t Convert from Trial to Client (Send 
to Long-Term Nurture) 

○   Bought Assessment 
■   Converted from Assessment to Client 
■   Didn’t Convert from Assessment to 
Client (Send to Long-Term Nurture) 

○   Bought full membership 
○   Not a good fit (Send to Long-Term Nurture) 

●   Didn’t show up to In-Person Sales Consult (Send to 
Long-Term Nurture) 

■   Didn’t Re-book In-Person Sales Consult (Send to Long-Term 
Nurture 
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On the surface, this looks like a lot of stages. If you break it down to its component 
parts, here is what the funnel looks like: 
  

●   RAC 
●   Pre-Qual Call had - if you drive right to in-person, you’ll be successful at 
this stage 
●   In-Person Sales Consult Had 
●   Outcomes 

○   Bought A Product (4-week trial, Assessment, Membership) 
○   Didn’t Buy A Product 

  
Any time you can’t reach somebody or they aren’t a good fit, put them into your email 
follow up called your long-term nurture. You never know if they will end up being a good 
fit down the road. 
  
To track these metrics, you need to know how many of your clients touch these stages 
each month. From these funnel metrics, you’ll know how many opportunities you had 
and what their journey was through the funnel. 

  

Processes 
  
As established, processes matter. When you are in doubt (or when the numbers don’t 
match) it’s always a good idea to return to your processes to assess what went wrong. 
Here’s a list of the NEPA inspired processes: 
  

○   Meet and Greet 
■   Must look and act the part - impressions are made in 1/100th 
of a second 
■   Be on time 
■   Always remember the potential client’s name 
■   Be in a great state of mind 
■   Tone of voice 
■   Space/atmosphere (what does it look/smell like?) 
■   Connect to something bigger/credible whenever possible 
and then connect it locally 
■   Take control of the conversation - the plan builds trust 

○   Wants and needs analysis – you need to find out what makes the 
potential client tick 
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■   Why did you come in today? 
■   What are your goals in fitness? 
■   Why are your goals important for you to achieve 
■   How committed are you to achieving your goals? 0-10 and 
ask they why it's the number 
■   Tell me about your nutrition/lifestyle habits 
■   What are your energy levels like during the day - how many 
times were you sick last year? What meds or supplements do you 
take? 
■   How long did it take you to develop the problem? 
■    In the past, have you tried to solve the problem? How many 
times did you try? How/what did you try? 

○   Product selection - how do you align the product to their hot button 
issues (as gleamed from their wants/needs) 
○   Demo – give them a gym tour showing the whiteboards which are 
key to personalization. 

■   Complete the tour asking yourself, if the client can 
see/understand what you’re saying? 

○   Trial close (prior to presenting numbers) – ask them, "Based on the 
program we discussed, does this seem like something that would really 
help you?" Handle any objections before you present numbers 

■   use a guarantee here 
○   Present the figures – spending time to recap the presentation 

■   use a closing tool, like a picture 
■   recap the benefits (on the sheet) and put the $ values on the 
sheet, adding OPEX shirts in as a free part of the onboarding 
■   have the client circle the best option for them 

○   Close 
●   Customer always looking for 

○   Better 
○   Faster 
○   Cheaper 

●   Questions to ask throughout 
○   What do you think about that? 
○   What do you like best about that? 

●   Ways to overcome objections 
○   be confident 
○   stroke pain impact idea 
○   Ask, "If "x" was here right now, what would they say is the 
challenge?" 
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○   3-day cancel 
○   Money objection – provide them with real market indicators about 
why your service is so valuable 
○   Every time you handle an objection, you must re-close 

  

Sales Consultation 

  

The Sales Consultation is where we have an opportunity to turn leads into clients. This 
is a part of the process that we cannot overlook. The ability to sell has to be a tool in 
your (or someone within your business’) toolbox. 
  
Some general steps to the sales process include: 
 

1. Effectively following up with leads via email, phone call or SMS. If they 
auto-book, we’d still want to do this 

a. The sooner we can talk to them the better as this adds a human 
touch to things and can allow us to dig deeper and go further 
b. The goal is to schedule an appointment if they have not auto-
booked 

2. Meet and Greet 
a. The first 90 Seconds are critical 
b. You’ve got less than 6 seconds to make a great first impression 
c.  Smile / Shake Hands / Welcome Them! 
d. Use a brand story that differentiates you in the consumers mind 
immediately 

3. Move the consultation to your consult room 
a. This should be a private, quiet space 
b. The set-up should be intimate and allow for you to create an 
immediate bond 

4. Perform a wants and needs analysis 
a. Why did you come in today? 
b. What are your goals in fitness? 
c.  Why are your goals important for you to achieve? 
d. How committed are you to achieving your goals on a scale from 0-
10? Why is it that number? 
e. Tell me about your nutrition/lifestyle habits 
f.   What are your energy levels like during the day? How many times 
were you sick last year? What meds or supplements are you taking? 
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g. How long did it take you to develop the problem? 
h. In the past, have you tried to solve the problem? How many times 
did you try? How/what did you try? 

5. Build your value 
a. Discuss what OPEX is and what differentiates us from other models 

                                       i.      Based on personalization 
b. Explain the client lifecycle 

                                       i.      Every client starts with a BMW assessment 
which will lead to a better, more personalized program 
                                      ii.      Floor sessions overseen by a coach 
                                     iii.      Workout and on-going communication 
delivered via TrueCoach 
                                    iv.      Monthly consultations (explain how important 
these are and how they lead to better coach/client connection and a 
better program) 

6. Memberships and Pricing 
a. Pull out your Sales Sheet 
b. The sales pitch: 

Well [Mrs. Customer], I think our program is definitely going to help 
you [insert fitness goals]. In fact, it might be the last program you’ll 
ever need. 
  
All we need to do is figure out which membership is going to fit you 
the best, I brought you some options: 
  
Each of these options includes [recap features from bullets] 
(customized conversation based on pricing tier) 
  
Example closes: “Makes sense to me, what do you think?”, “Which 
option makes the most sense?” 
  
Great, all I need you to do is circle that 24 months, sign at the 
bottom, and we’ll get you scheduled for your first one-on-one 
assessment session! 
  

Client Buys 
●   If Client buys 

○   Refer to Sales Process 
  

Client Doesn’t Buy 
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●   Attempt to down sell to the 4-week trial (refer to 4-week trial section) 
●   Drop into ongoing nurture process 

  

Upsell/Down sell 
  
Let’s begin with some definitions: 
  

●   An up-sell is when you’re going to sell something that is less expensive or 
long-term, and during their buying process you get them to buy a bigger option 
which likely is more expensive and/or longer term. 
●   A down-sell is when you can’t get somebody to take the big item 
(membership generally) so you down-sell them into something less expensive. 
●   A cross-sell is when you sell something at approximately the same level 
as the product you intended for them to buy initially. 

  
Consider these concepts when thinking about your service offerings. In fact, when 
bringing in new clients work with up-selling and down-selling in the following way: 
  

●   Sell the 4-Week Trial as what all clients receive - this gives you an idea as 
to whether the person will be a great client or not. It also lowers the barrier to 
entry for the client as it’s less expensive and not a long term purchase. 

○   While you move through the sales process, people should be clear 
that they are buying the 4-week trial 
○   To make an upsell you would need to know if the person you’re 
selling to is actionably more prepared to buy the bigger option 

■   That up-sell, in this case, would be to go right to the 12/24 
months contract 
■   For people to be ready for this, they need to have been well 
pre-qualified. They need to have long-term goals and be able to tell 
you point blank they’re ready to go to membership. 

●   To prepare them for this you need to roll the 4-week 
trial price into their 12 month membership 

○   If the 4-week trial is $199 and then they sign a 
12-month contract (totaling 13 months) at 
$299/month, the total bill for the 13 months would be 
$3,787 
○   If they bought a 12 month contract as an upsell 
prior to buying the trial (remember that’s not your 
goal), their price would roll the assessment into their 
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first month so they’d pay $299 for 12 months = 
$3,588. If they then bought a 13th month at $299, that 
total would be $3886 (more expensive) 

■   Due to this, we recommend offering the 
monthly price if they up-sell day one at 5% off 
the normal price 
■   This looks like $284.05 or $3692.05 for 
13 months. That now positions the client to 
take the deal up front. Note this is not advised 
across the board. The trial should be the 
biggest on boarder. 

  
We don’t recommend selling the assessment by itself into the 12/24 month contract. 
The trial is a much better tool and connects with clients much more deeply. 
  
We do want you selling the trial up front across the board. OPEX HQ positions this trial 
through OPEXgyms.com because it shows consistency which contributes to levels of 
trust. 

  

Creating Value 
  
Value is achieved when you deliver a service that your client finds meaningful for the 
price point. You may deliver an amazing service to all of your clients, but if you were to 
charge $3k/month in the wrong markets (some markets would be fine with this), your 
client base might love the service but not at such a high price. 
  
The concept of value goes back to Willingness to Pay. We can never know with 100% 
certainty what your market will pay you for  your service. We can research, onboard 
clients, and deliver amazing service, but that still doesn’t guarantee you’ll understand 
your clients’ willingness to pay. What we need to determine then is where our value is 
delivered. Value is created when you tangibly show your brand’s features, benefits, and 
benefits of benefits to your clients and in turn, their friends. In the case of OPEX those 
features and benefits would be: 
  

●   A Personalized service 
●   Relationships 
●   Long-term results 
●   A comprehensive service 
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●   Proof points 
●   Fun 

  
You must build your entire business around the above points. If you are constantly 
trying to get people into templated programs or nutrition protocols,  don’t spend time 
with your clients on/off of the gym floor, and don’t produce results, your market will not 
see your value because you’ve failed to create it. 
  
Value relates to the sales process in that you must connect effectively to the 
prospective client. Through building rapport and credibility, as well as asking 
outstanding questions that people will more easily see your value. To build value you 
have to get to know the client. You must use initial calls and conversations to craft how 
you’ll present your service (and the value of that service) to that prospective client. 
  
For example, say you had a conversation with a client for 10 minutes who had 
requested a consult based on a referral from a current client. In that 10 minutes, you 
uncover they have done both PT and group intense training but want better results. The 
way that you’d begin to discuss this is: 
  
It sounds like you’ve done fitness in a lot of different ways. You’re pretty successful, but 
you aren’t getting the bigger results that you’re after particularly outside of the gym. 
  
I’d love you to experience how our coaches, programming, and gym have your longer-
term best interests at heart which is why your friend referred here. 
  
Here is how we build long term results and a great relationship with you so that you 
enjoy big success. 
  
  
Value is always in the eyes of the beholder, but your marketing has to communicate our 
brand values, as does your interactions with every client and potential client. 

  

Offers: General (Premium, Paid offers) 
  
We use the term offers when we’re discussing a public facing campaign that’s intend to 
bring in a higher number of new clients than otherwise expected.  Here are a few 
standard OPEX offers: 
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●   Marketing offers - discount pricing isn’t necessary all the time: you could 
just go out to the market and advertise what you already offer. If you get that 
offer into the right people’s hands, they will buy. 
●   Referral offers – used when you do a big push to get referrals in. You will 
often include a gift, play a game, give free training, or cut the price for the new 
client coming in. You’ll drive these offers in from either: 

○   Clients - when you try to excite your clients to bring in new 
friends/family/colleagues 
○   Coaches - when you work with your coaches to bring in new 
referrals with incentives 

●   Urgency offers - when you put a short time period on an offer designed to 
bring new clients in. 
●   Pricing offers - this is when you offer a discounted price on either 

○   Your 4-week trial 
○   Your membership 

●   New Coach Offers - when you make an offer to your market to mark the 
onboarding of a new coach. Often this can be met with a pricing and urgency 
offer 
●   Founding member rate offers - when you’re about to open your gym, a 
pricing offer or another incentive (for e.g. additional PT sessions up front) to 
entice the first X number of clients into your gym 

  
We’re a premium and professional gym which means that we do not want to develop 
the reputation for wheeling and dealing offers, all the time. If you’ve heard of Joseph A. 
Bank, a men’s wear company, you’ll know they are always running two for one style 
offers. While this model works for them, it doesn’t for us. 
  
In general, bigger offers should be run no more than once per quarter, for a limited 
period. Four times per year, with one-two of those times being internal (think: 
coach/client referrals), should not cause ad fatigue to your prospective clients. Also, it 
shouldn’t annoy your current clients by making them think they could’ve gotten a better 
deal. 
  

Offers: Running through the OPEX 4-Week Trial Ads to Sales to Conversion 
  
The 4-week trial is as much a pre-qualification for us as it is for the prospective client. 
It’s successful because it removes commitment from the list of objections. If you’ve 
done your job well and let go of clients who wouldn’t be a good fit then you should see a 
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high conversion rate from the trial into 12/24 month memberships. This is so as the 
client: 
  

●   Now understands how comprehensive your service is 
●   Has already begun to build a relationship with the coach 
●   Has found consistency in their training and accountability 
●   Has done some work in terms of TrueCoach and the intake forms so they 
psychologically feel more connected to it 
●   Has swiped their card. Once somebody pays one time, it’s been shown 
that the second purchase is much easier than the first was. 

  
All this being so, the 4 Week Trial is a great offer to drive to. There are a few ways the 
trail can play well in a fully advertised way: 
  

●   Facebook 
○   Drive locally targeted paid ads to multiple versions of image/text to 
either 

■   Drive to a landing page to convert 
■   Convert right in Facebook via a lead form 

Drive traffic ads to blogs or free downloads and then (from the people who click) 
retarget into the conversion to RAC for the 4-Week Trial. This works well because you 
are whittling down some of the less qualified people as it requires more than one click to 
get to the offer. 

○      

●   Google Ads 
○   Search Ads targeting local people with the fitness terms they would 
be interested in seeing. These links send them to the relevant content 
based on the search term(s). (You do not want to bait and switch people 
as it won’t work and it’ll hurt your Google Ad score). 

■   If the search term was relevant to the 4-Week Trial, you 
drive to your main landing page to convert them to an RAC 
■   If the search term wasn’t relevant, you send the link to a 
relevant blog post where you drive to the 4-week trial from that 
landing page + you retarget that person on Google to hit them with 
another ad for your 4-week trial while it’s top of their mind 

○   Banner Ads - sometimes these work well while other times they 
don’t work at all. We like to use these when we’re retargeting somebody 
who has already clicked a link we fed them. 
○   YouTube Pre-Roll - this can be really beneficial if you can capture 
somebody’s attention in 5 seconds. Why? 
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■   You don’t get charged for the ad if somebody clicks skip ad 
but you do get some awareness if the video is set up to mention 
your OPEX gym. 
■   If they don’t skip the ad, either you got their attention or they 
were preoccupied with something else. Either way, you will be 
charged, but it stands to reason that whoever is still watching is 
warmer than if they clicked skip. 

●   Live events - we like to use the 4 week trial in live events, lunch and 
learns, etc. because as people are learning about us for the first time they usually 
aren’t fully bought in. The 4 week trial allows them to see if their initial thought 
about your quality of service is true (which it will be if you deliver the service 
well). 
●   Raffles - giving away 4 week trials in raffles is a great way of getting your 
name out. Given it’s valued at $199+, it’s a nice item to put in raffles. 

  
Assuming the outcome of the above strategies is to get the prospect to RAC and then 
into the 4 week trial; now employ all the sales strategies previously mentioned to close. 
  

Creating a Founding Member Plan 
  
In the bonus section of this course, we’ve laid out plans for transitioning from Group to 
OPEX and from PT to OPEX, including a touch on founding member plans. In this 
section we’ll discuss how to setup a founding member plan for a new gym, if you’re 
starting from scratch. 
  
In an ideal world, you’d want to attract an unlimited number of clients in order to go from 
zero to full before you open. Unfortunately, that’s unlikely to happen unless you have an 
engaged audience who’ve been waiting for you to launch. 
  
What’s more realistic, albeit challenging, is to reach your financial break-even point prior 
to opening. That said, here’s how you might approach it: 
  

●   Let’s say, for example, your SG&A expenses add up to $5600/month, 
including rent, utilities, supplies, insurance, etc.  You would be coaching floor 
hours so that’s not an expense. 
●   You’ll be coaching your clients so you’ll have paid out 40%, but you’re 
actually paying out a coaching fee up front 

○   You’ll pay 3% credit card fees on all revenue 
●   You’ll charge $275 in the beginning (again, for example), plus 
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$85/hr. PT and $199 for 4-week trials. 
  
In this scenario, to break even, you could play with a few options: 
  

●   19 clients on the founding member rate of $275/month 
●   15 clients who bought the founding member rate at $275/month 

○   + 3 PT sessions per week @ $85/session - these sessions could be 
all with one person or one session per week with three people 
○   + 2 4 week trials in the first month 
○   The above would get you to approximately $6k in revenue in month 
one which would mean you more than break even on a monthly basis.  
(Note: you will have start-up expenses to pay off). 

  
As you can see with this example, 20 clients is the ideal number to get your gym to a 
comfortable position. How do you get to 20? 
  

●   You need to be coaching people prior to opening your gym. If you’re not 
we suggest:   

○   If you are six months away from opening, find a gym who will allow 
you to do PT or OPEX style programming in their gym. 

■   For months one to four work hard through your networks to 
get up to ten clients. You can use the same principles you’ll use in 
an OPEX Gym as long as you set the expectation that for 
approximately six months they won’t be in what will be your gym. 
■   For months five to six, you’re running the founding member 
play (below) 
■   If you can get ten people in during months one to four, you’ll 
be a huge percentage of the way there and you can use those ten 
people as referrers and credibility boosters. 

○   If you’re two months away from opening, you’ll want to setup your 
founding member offer without putting people into a different gym. Change 
annoys clients, so set yourself up to not disrupt your clients. 

  
As for the Founding Member Offer itself, the challenges you may face include: 
  

●   Not having enough awareness or a network of prospective people ready to 
sign up. The offer must solve for this. 
●   Not having enough credibility and awareness for people to immediately be 
willing to buy your product at approximately $300/month for 12/24 months. The 
offer must solve for this. 
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●   Effectively onboarding 20 clients in two months. Consider the fact you’ll 
need three sessions for all BMW Assessments, plus time to program. 
●   Not having enough clients in your gym to make the environment fun. 

  
Simply stated, you need to run an offer that: 
  

●   Attracts people who are already interested in you 
●   Attracts people who are great target market clients but don’t know you well 
enough 
●   Doesn’t scare them up front due to the longer-term commitment and the 
lack of credibility 
●   Gives them a chance to see what you’re all about 

  
Remember, your goal is to tap your networks to get the “layup” clients, and then to 
communicate your offer to the next ring of the audience. This might be done by: 
  

○   Creating a one-page pamphlet/brochure (both sides) that describes 
the founding member offer. Aside from using great imagery, make sure it 
states: 

■   The brand pieces to set the emotional tone 
■   The price point for the trial 
■   How long it’ll be available. We suggest saying the first 20 
clients 

                        #   The relationship between a coach and client on and off the floor 
○   Handing out these brochures in person to 50 people you believe 
would make great clients. Think: family, friends, colleagues, former clients, 
etc. 

■   Remember you’re selling memberships , not trials. Go with 
your founding member rate  (approximately)10% off of your normal 
rate 
■   Deliver these by hand, coupled with a great conversation 

○   Follow up with those 50 people via calls 
■   ATC three times 
■   Leave a message after the third 

○   Email the people who haven’t yet signed up or opted out three 
times 

■   Email 1 - value + CTA to founding member 
■   Email 2 - value + CTA to founding member 
■   Email 3 - value + CTA to founding member 
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○   If you get 20 new members, onboard all of them in one month. 
Anything over 20 might be challenging to on-board so, hold off on 
additional marketing. If you can onboard more than 20, continue to 
market. 
○   If you have another group of 50 people, re-run the same strategy 
with some refinement, if necessary. 
○   Keep repeating this process until your network has been entirely hit 

●   If you intend to continue to drive marketing after your local network has  
been tapped, try these two strategies (selling the trial with a 5% appx discount on 
memberships): 

○   Local business partnerships 
■   If you’ve already aligned with people who allowed you to 
leave posters/brochures in their place you should connect with 
them using an amended brochure. You’ll have to use a more 
traditional sales strategy as these people aren’t as familiar with you. 

  
○   Social media - use similar images as used with local and: 

■   Start organic on your personal page 
■   Create your business page and market there 
■   Have your friends all share your post and send it to their 
friends (as many people as you can get eyes on this the better) 
■   Based on initial feedback received on the post, refine it, and 
then go to paid strategies 

●   Paid strategies - you’ll sell the trial here with approximately 5% discount 
on memberships 

○   Use the refined version of the organic post(s) to drive directly to 
lead capture 

■   Make sure to call people back ASAP 
■   Run a similar pre-qual that you’d normally run 
■   Assuming you are able to generate leads, don’t be afraid to 
pay decent money for them if they buy trials. We’d recommend 
paying the entire trial amount in social spend as your real money 
will be made on the 12/24 month membership. Immediately getting 
that revenue will be important. 

●   Get your message and founding member rate out to local 
papers/magazines (online and print). 
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If you’ve aggregated a list of people early in the process that you can call on for the 
offer, you should successfully win clients. If you continue to layer the additional 
strategies on top, plus some ad dollars, then opening your gyms with clients is a 
certainty. 
 
  
MONEY AND NUMBERS 

Why do numbers matter? 
  
We believe numbers tell a beautiful story in business. However, to tell that story you 
must have determined the outcomes you want before you can understand if the 
numbers you generate are helping you succeed or not. If you know how you intend to 
achieve successful outcomes, you can determine the exact metrics that help you 
tactically reach milestones. What’s more outcomes, plus numbers lead to stronger 
business decisions. 
  
Of course it’s worth considering, metrics are always backward looking, whereas 
forecasts look forward but through your actions and processes you can still create 
strong metrics. Simply tracking them will not be enough though, but it’s a starting point 
to form the questions you need to ask to improve your processes and serve your 
coaches, clients and business better. 
  
Areas worth looking into include: 
  
  

●   Client numbers 
○   Client Lifetime Value (CLV) - is a total dollar amount that each 
client brings in contribution margin over their lifetime, by the average. 
○   Referrals by client - not enough coaches look at this number 
○   Workout results - if you’ve gotten this far in OPEX you’ll already be 
doing this 
○   Lifestyle metrics and results - just asking how your clients feel is 
helpful, but when you put a range to it (one to five for example), you can 
begin to gauge more accurately what things look like on an ongoing basis 
○   Workouts logged – you put tremendous time and energy into 
designing your clients’ workouts to personalize their experience. This only 
works when they consistently get their sessions in. 
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○   Nutrition metrics - how much/little are your clients’ eating? What do 
their macros look like etc.? Helping your clients them find consistency 
here can go a very long way 

●   Coaching numbers 
○   Retention by coach 
○   Retention by the gym 
○   Referrals by coach 
○   Coach consistency on the floor - while this will never be perfect, 
you must determine how effective your coaches are on the floor. On their 
scorecards (you’ll learn this in the Management/People section), score 
them on tangible metrics that they have either hit or not.  You also need to 
give them numbered scores on more intangible things such as 
conversations and relationship building 

●   Marketing Funnel Numbers - you’ll notice that you may have a substantial 
number of strategies that lead to these numbers, but the key is to understand the 
outcome numbers so that you can make stronger tactical decisions along the 
way 

○   Advertising - 
■   Advertising is the awareness part of the customer’s buying 
cycle. You must make your potential clients aware that they have a 
problem, by giving them enough opportunities to see you 
discussing the problem (not even necessarily solving it). 
■   Your metrics must tangibly show that you have more eyes 
on you than you did the month before 

○   Marketing - 
■   Marketing overlaps, in a little bit of a grey way with both 
advertising and sales because it takes the awareness that you have 
gained in advertising, turns it into interest in buying so that you can 
go on and sell people into a membership 
■   Marketing is about developing a better connection to the 
person you’re speaking to, by giving them relevant content aligned 
with what they want to achieve. It’s also about beginning to position 
the product/service you offer so that they clearly see you have the 
solution to the problem that they now know they have 
■   Marketing is about the pre-commerce/consideration phase 
■   Your metrics must show that more people are interested in 
your service, i.e. RAC’ing in monthly 

○   Sales 
■   Sales is about your effectiveness in closing memberships 
with interested people. You’ve already earned the RAC; the result 
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of great/consistent advertising and marketing. Now it’s time to 
convert those interested people into clients 

●   If your advertising and marketing is misaligned with 
your sales, you’ll lose people in the sales process. While 
your goal new sales, be careful to maintain your brand 
image with quality advertising, marketing and sales because 
this will help in the long-term to consistently get new clients 

■   Sales is the commerce/decision stage of the buying cycle 
■   Your metrics must show you how many of the interested 
people bought trials and then ultimately monthly memberships 

●   Operations 
○   Client Experience 

■   NPS Scores per coach 
■   Client commentary and reviews 
■   Referrals 

●   Financials 
○   Balance Sheet 

■   Total Assets 
●   Cash position 

■   Total liabilities 
●   Short term debt coming due 

■   Total Equity 
○   Profit and Loss 

■   Total Revenue 
●   By business line 

■   Total COGS 
●   Gross Margin 
●   Gross Margin % 

■   Total SG&A 
●   Operating Margin 
●   Operating Margin % 

■   Total other revenue 
■   Total other expenses 
■   Net Income 

●   Net Income % 
○   Cash Flow Statement – as you’re most likely running a cash-based 
business and paying close attention to your cash position in your balance 
sheet, and it’s unlikely you’re running a lot of investment or debt plays, we 
won’t force constant looks at your cash flow statement 
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You may have noticed that referrals come in different ways. We’re not asking you to 
track each different way separately, we’d rather you see how many different ways come 
into play. 

Check out the Ongoing Metrics Excel Doc on the https://membership.opexfit.com/gyms/
resources

Metrics: Advertising 
Advertising is the top of your entire funnel, it’s where you’re putting the biggest number 
of people (the right people) into your pre-built process to ultimately get the best quality 
clients into your gym. To track this properly, you need to see what inspires awareness 

● Advertising -
○ It’s a classic awareness test but if you asked 100 people  who fit
your target market (think about asking people in a Wholefoods),  how
many of those 100 people would have heard of your gym? Maybe you’d
get three the first time (a guess) but what would it take to go from three to
twenty?
○ How many google searches are being done of your gym name?
○ How many social media followers do you have?

■ More importantly, how much engagement (shares, likes and
comments) are you getting

○ How many emails are you acquiring? This can be from a myriad of
sources such as social media, in-person events and PR, but the outcome
is key. Are you growing your list?
○ How much web traffic are you getting to your main web pages, by
page?

Your entire goal is to better understand if you are being uncovered by your market. Any 
metric that helps you recognize that more clearly is a useful number to know. 

Metrics: Marketing/Email 

Marketing is what happens once you have awareness. This is where you must show 
differentiation because your prospective client is in their consideration phase. Your 
blogs here are a little bit bigger, your social media works to connect your prospects to 
why you’re different/better than other options, and it’s where you are retargeting on 
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social media. You can also have an advertising scenario that naturally turns into a 
marketing (and then possibly even into a sales) opportunity 
To determine how effective you are, you want to follow these metrics 
  

●   Marketing 
○   How many people are RAC’ing in? 

■   Extremely important is where those RAC’s came in from 
●   Email conversions 

○   Which emails get opened? 
○   Which emails get clicked? 
○   Which emails convert to RAC’s? 

●   Phone calls from campaigns or random 
●   Website traffic 

○   How many people get to your trial page, home 
page, and RAC page? 

■   Where do those people come from? 
○   How many people (by number and by 
percentage )RAC in? 

●   Social media 
○   Paid 

■   often a retarget because traffic ads are 
in advertising 
■   You can try to send people directly to 
RAC’s but you’ll almost definitely want to send 
them to the trial versus memberships because 
they aren’t bought in enough for a 12/24 month 
membership 

○   Organic - advertising versus marketing can be 
a bit confusing. Our recommendation is to use organic 
posts more for marketing purposes with a bit of 
advertising in there. People are already following you 
so they have an awareness about you 
○   DM 

●   Word of mouth 
●   Referrals 

  
  
Many people and businesses combine advertising with marketing. We prefer to break 
them out as you need to understand your consumer’s buying decisions and how they 
make them. 
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Metrics: Sales 
  
Sales begins where RAC’s ends. It’s where you need to speak directly to the potential 
client if you’ve not already done so. When you think about the metrics you need, it must 
reflect the stages that your buyer will go through to ultimately pull the trigger on a 
membership. 
  

●   Sales 
○   How many people auto-booked from an RAC? Just RAC’ing in is 
good, but it doesn’t give you a clear enough picture of how strong the RAC 
is. If they auto-book on your calendar, i.e. you setup a calendar system to 
pop up after they RAC in, they are stronger than somebody who doesn’t 
○   How many people got on a pre-qualification call?  How many 
people were you physically able to speak with on the phone? 

■   Note: many gyms have success sending RAC’s directly to an 
In-Person (sales) consult so that people can tour the gym. We 
agree with this strategy, but add a layer of personalization by 
calling the client right away to confirm, as well as offer additional 
value up front. Perhaps they booked but they also had a few 
questions. On this call you can answer questions they have and 
provide value before they even show up. (It’s a good idea to avoid 
pricing). 
■   If you get on a call, you’ll call that your pre-qualification call. 
If they aren’t a good fit, cancel the in-person consult. If they are a 
good fit, call them pre-qualified and keep the appointment 
■   If you have a normal pre-qualification call (i.e. they booked it 
or it followed on ATC), make sure to book an in-person sales 
consult for them over the phone 

○   How many people were pre-qualified of the people that got on pre-
qualified calls? How many were good fits? 
○   How many people were not pre-qualified? (send to nurture) 
○   How many total people booked in-person consults? However you 
set your process up, how many people got booked in for this? 
○   How many people showed up for in-person consults? 
○   How many people purchased 4-week trials? Of the people who 
showed up, how many bought 4-week trials that day? 

■   How many people purchased memberships after the trial  
from the people who bought? 
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○   How many people purchased memberships? How many people in 
that initial in-person sales consult purchased an up-sold membership that 
day? 
○   How many people weren’t ready that day but should buy in the next 
month (send to specific nurture)? 

■   How many purchased the trial? Of the people who waited, 
how many bought? 

●   How many converted as a member?  Of the people 
who waited and took the trial, how many converted to 
members? 

■   How many purchased memberships? Of the people who 
waited, how many bought memberships right away without the 
trial? 

○   How many people were unreachable? Of the people who RAC’d in 
and who you walked through your ATC/text/email process with, how many 
were never reachable? 
○   How many were lost? Of the people that you reached along the 
way, how many were lost? 
  

 Check out the Ongoing Metrics Excel Doc on the Membership Site 
  
  
If you get 10 RAC’s per month, your percentage of closes into memberships is 
important to the health of your business. Improve your percentages throughout your 
funnel and you’ll be amazed at how many more people you close in a year. 
  

Metrics: Client Lifetime Value 
  
When thinking about your business, you must put value to components of it. The entire 
revenue generator in a service business like OPEX Gyms is our clients. That means the 
desired outcome is the increase in what each client pays us over their tenure as a client. 
This notion is called your Client Lifetime Value. 
  
The calculation is rather simple: 
  

●   How much has your client paid you in their entire stay with you (the direct 
COGS it costs you to serve them)? 
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To figure this out, you take what a client has paid you and subtract the coaching costs, 
sales costs/commissions, and credit card fees it cost to serve them. You can add any 
merchandise or supplements they purchased from you; just make sure to subtract the 
COGS from there too. Here’s an example: 
  

●   A client has been with you for two years 
○   They paid you $199 for a 4-week trial 
○   They paid you $299/month for 23 months 
○   They didn’t buy any personal training 
○   They didn’t buy any merchandise or supplements 
○   You did the sale and didn’t receive any commission from it 
○   The coach earns 40% of the revenue 
○   Your credit card fees are 3% 

●   Your revenue from the client is 
○   $199 + (23 * $299) = $7,076.00 

●   Assuming the coach has always received 40% and you have always paid 
3% on the client, your COGS from the client are: 

○   $7,076 * (.03 + .40) = $3,042.68 
●   Your Client LTV is 

○   $7,076 - $3,042.68 = $4,033.32 
  

  
Remember, this is an example with just one client; it’s not helpful for your entire 
gym. You must calculate your LTV on each client and then average them 
together to determine your gym’s LTV. When you calculate your gym’s LTV, 
especially when you’re a young business, your LTV will look terrible. This is 
expected as you have a monthly recurring revenue business - MRR. You need 
time to build LTV’s, that is why retention is so critical. 
  

You may notice that even if you’re keeping clients, if you add a lot of new clients over a 
short period of time, your LTV will go down. This isn’t bad, it’s just that the average is 
pulled down because of the good sales months. This is why looking at how long people 
stay as an average, as well as LTV is helpful for context. 
  
Calculating LTV allows you to see where you are right now. You’ll always be working to 
increase client LTV and you’ll do this using the following levers: 
  

○   Increasing retention because they will pay you more each month 
○   Increasing the price they pay or the number of things they buy. We 
favor the former rather than having them purchase unnecessary things. If 
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they do need a 30/60 min PT session, though, that is another way to put 
LTV on the board on top of their membership. If they do buy gear etc., you 
can increase LTV a little but their membership length and price are bigger 
levers 
○   Lower your COGS 

■   Lower your cc fees. This is not always easy to do and the 
amount you’ll gain is questionable. 
■   Lower your coaching fees. This is a potentially destructive 
move: margin in business is important, plus you must give your 
coaches the ability to make professional wages and enjoy 
fulfillment from it. The coaching tiers we have laid out, plus their 
initial draw, plus their floor hours should accomplish this. 

●   We calculate this for a few reasons 
○   It shows us what each client is worth to the business. If we have 
been in business for five years, our average client is now up to that two 
year mark and worth $4k, if we bring in 50 new clients in the next year of 
business, we would confidently say that we brought in 50 * $4,000 = 
$200,000 in new business that year. 
○   It greatly helps us value what we could/should spend on bringing in 
new clients. Client Acquisition Costs (CAC) is also important. When this is 
discussed you’ll clearly see why you want to maximize your ratio of 
LTV:CAC to approximately 3:1 in the long-run 

  
When you combine your LTV with your other client metrics and put context to the trends 
you observe, you’ll have a much stronger and more consistent business. 
  
  
Check out the Ongoing Metrics Excel Doc on the Membership Site 

Metrics: Client Acquisition Costs (CAC) 
  
  
Your CAC is how much it costs you to bring in each client. We calculate this on a 
monthly basis so that we have context, but you could very easily take your entire costs 
over a 3/6/12 month basis versus the number of clients who came in to determine your 
quarterly, semi-annual and annual CAC’s. 
  
To calculate CAC, we need to understand the constituent parts of it. 
  
Check out the Ongoing Metrics Excel Doc on the Membership Site 
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●   Your staff all spend an amount to bring clients into your sales funnel 
(think: money to pay marketers, marketing contractors etc.) 

○   Note: while you may have no direct spend on yourself if you’re not 
receiving any marketing salary, it’s worth adding an amount to your 
expenses for your time spent on marketing. If you value your time at 
$50/hour (for example), and you spend 20 hours/month on marketing, that 
would be $1000 for that month in people spend 

●   All of your marketing systems - this would include a CRM system, email 
add-ons, any paid services designed to bring people into the sales funnels 

○   Note: we don’t often include a website fee as pure marketing, but 
you can if you want to be more aggressive 

●   All of your ad spends - these can look like: 
○   Social media ads 
○   Google Ads 
○   Radio, magazine, newspaper (digital or print) ads 
○   Event advertising 

●   Anything else with a dollar amount with intention of bringing people into 
the funnel 

  
To calculate CAC consider the following: 
  

●   What is the total amount you spent on bringing people in? 
●   How many total clients signed up for memberships that month? 

○   Note: we are basing this on memberships, not 4-week trials 
●   Divide the total cost by the number of clients = monthly CAC 

  
Here’s an example of a one month time period: 
  

○   $500 on a marketing contractor 
○   $250 on marketing/email/social systems 
○   $250 on FB/IG ads 
○   $500 on a big event booth 

■   Another $500 on booth assets/posters/etc. 
○   Total spend is $2000 

●   Four clients closed 
●   Your CAC is $2,000 / 4 = $500 per client 

  
A few additional things to consider: 
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●   When your business is young, you’ll make ad buys/spends, but be 
cautious about overspending without confidence in your strategy 

○   You will work hard and undervalue your time 
○   You will tap your friends/family/colleagues who won’t cost you 
anything, spend-wise 
○   The above means your spend will likely be less per client. It’s not a 
bad thing if your spend goes up, as long as you aren’t frivolously 
spending. 

●   One month of data simply isn’t enough to tell the full story. You’ll want to 
track this for three to six months to have a better understanding 
●   The above calculation isn’t perfect because you may spend a lot of money 
in January in order to close a lot of clients in April. This is why it’s important to 
look at the longer-term CAC in one calculation, i.e. the 3/6/12 month CAC’s 
versus total clients sold 

  
  
  

Metrics LTV:CAC Ratio 
  
With insights into your clients’ worth, plus how much it costs to put each client into your 
gym, you now need to give context, more broadly, about your effectiveness at bringing 
clients into your gym. This is where your LTV/CAC ratio is extremely helpful. It is 
calculated with the following: 
  
  

●   Your LTV (for the specific time range) / Your CAC (for that same specific 
time range) 

  
Here’s an example: 
  

●   Over a three month time period 
○   If your average LTV (at that time) was $2500 (remember your LTV 
is highly dependent on how long you’ve been open) 
○   If your three month CAC was $500/client 

●   Your LTV/CAC is $2,500 / $500 = 5:1 ratio 
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You may wonder if this is good. Ideally, over time, a 3:1 ratio is ideal. This number is not 
10:1, or 50:1 because while that would mean we are spending very little for our LTV, the 
issue is one of leaving growth on the table. We need to spend more at the beginning 
because of the value of each client. 
  
Our recommendation is to keep on target/task until you get over approximately x 6 or 
7:1 and then it’s time to spend more. We don’t push too hard on 3:1 because it’s likely 
you’re undervaluing your marketing time and because you are also learning your LTV. 
Over a few years, we anticipate you will reach a solid 5:1 or 3:1 place. 
  
  

Metrics: Retention 
  
Retention is a percentage of how many clients remained with you after a month of 
service. For example: 
  

●   You begin with 50 clients in a month 
●   You lose two of those clients that month 
●   Your retention is 1 - (2 / 50) = 96% 

  
The percentage of people who leave is called your churn percentage. 
  
We encourage calculating this number for each individual coach as well as for your gym 
as a whole. You want to track this monthly because it gives you insights on trends per 
coach and with your facility. If your facility consistently hits 97%, but you have a coach 
at 90%, you must dig into why that coach is a weaker outlier. 
  
Some notes on retention: 
  

●   Dig beyond the number to learn from it. What is it that created retention 
issues? Why is a coach better/worse? 
●   Look at the trends in total retention. Do you see that some months are 
consistently better/worse than others? Do you see that you’re consistently getting 
better average retention over time or are you very volatile with an average that 
doesn’t move north over time? 
●   Take action to improve your processes and connection with your clients 
(or coaches and clients) if you notice that retention is lowering.  Always work 
hard to find ways to improve your retention even if you aren’t experiencing a 
drop. 
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There is an easy way to forecast how long clients will stay if you know your average 
retention percentage. 
  

●   If your retention is 96% 
●   That means your churn is 4% 
●   Take 1/churn or ¼% = 25 
●   25 is the expected number of months a client would stay with you if you 
kept those numbers 

  
Why does knowing how long somebody will stay matter? Because you can forecast 
your LTV. Here’s how: 
  

●   Multiply # of months expected to stay * 
●   Monthly revenue on the client’s membership (price) * 
●   Gross margin % 
●   = LTV 

  
If you can forecast your LTV, you can determine what you’re comfortable spending to 
bring in clients earlier. Maintaining that retention rate or improving it is obviously 
important but having this knowledge is powerful. 

Metrics: NPS Score 
  
NPS is a highly powerful metric/score because it comes directly from your customer 
base. The score tells you what is and isn’t working with your exact market. 
 
Your Net Promoter score is two simple questions: 
 
How likely is it that you will recommend our gym to somebody else? (After they rate) 
Why?  This is on a 0-10 scale 
 
9 – 10 = Promoters 
7 – 8 = Passive 
0 – 6 = Detractors 
 
You then subtract the percentage of customers who are detractors from the percentage 
of customers who are promoters. Passive people count to the total number but aren’t 
added/subtracted. This gives you a score that will change as things change such as a 
new coach or email system. 
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Once you have an ongoing number you can ask some questions of your clients that will 
help you improve your business. Conducting a survey on Survey Monkey is a good way 
of doing this, including questions like: 

● Do you always receive your programming on time?
○ Yes/No

● Do you always have a monthly consult?
○ Yes/No

● How often do you communicate with your coach whether through
TrueCoach, consults, or other mediums of communication?

○ Use bubbles with
■ Never
■ Once/month
■ Twice/month
■ Once/week
■ Twice/week
■ Three times/week
■ More than three times/week

● With logic in survey monkey, you can ask a follow up question to them
based on your score

○ 0-6 - where can we make the biggest improvement in our service to
you?

■ Open ended answer text block
○ 7-8 - where can we improve to help you the most?

■ Open ended answer text block
○ 9-10 - what do you most appreciate about the service?

■ Open-ended answer text block

The combination of the quantitative NPS score and the qualitative (Survey Monkey) 
feedback will help enormously in improving your business. 

If you want to use Survey Monkey (we use them) check this awesome template out - 
https://www.youtube.com/watch?v=4WG8ZoBMYCo 

Check out the Ongoing Metrics Excel Doc on the membership.opexfit.com/gyms/
resources  
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FINANCIALS 

Financials: Balance Sheet 
  

Financials start with a balance sheet. Mastering this concept will help you avoid the 
pitfalls of debt and foreclosure. These complicated accounting processes can be 
simplified with this dynamic equation: 

Assets = Liabilities + Owner Equity 

Your objective is to increase assets and owner equity over time. It does NOT mean 
liabilities are disastrous to business. Too many liabilities remove options and add 
leverage (Assets/Equity) to the business which will compound your financial and 
emotional stress. 

Let’s break down the balance sheet in simple terms. 
 
  
There are sections of the balance sheet. If you are running cash accounting some of 
these sections may not look the same because you aren’t working with prepaid assets 
(12 months paid up front insurance) or deferred liabilities (gift cards etc.). Regardless, 
it is good to understand what they mean. 
  
Assets 

•    Current Assets – Think of current assets as cash, checking/savings 
account, inventory, etc. In an American accounting system (GAAP) you move 
from the most liquid, or fastest transactable balance sheet items to the least 
liquid. 
•    Non-Current Assets – This is usually land or building ownership. It may 
also be equipment that you are probably depreciating. Noncurrent assets are 
less liquid than current assets. 
•    Intangible Assets – These assets are not physical in nature. Examples 
include: intellectual property, patents, trademarks or business methodologies. 
You won’t have to worry too much about these types of items initially. 
•    Other Assets – Often times these may be tax assets. If you are a pass-
through entity and your business taxes flow through to your personal tax 
return you won’t have to worry about this much. 
•    Total Assets –The figure produced by adding up all of the above values. 
  

Liabilities 
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•    Current Liabilities – Just as your current assets, these are liabilities, or 
obligations to pay somebody in the future. These values are more liquid than 
other liabilities on your balance sheet. Examples here would be: wages 
payable, accounts payable, short term loans of less than one year, etc. 
•    Non-Current Assets – Often longer-term notes or bonds that you owe in 
the future. It has nothing to do with the amounts, but when you owe them back 
to the lender. 
•    Total Liabilities – Again, this figure is produced by a simple addition of all 
liabilities. 
  

Owner Equity 
  

•    Net Income – This will come from the income statement. Many small 
gyms pay out the entire net income that they earn in a draw. Our 
recommendation is that you choose a percentage of your monthly/annual 
earnings and plow them back into the company. This builds assets and makes 
your business more valuable. When your business increases in value you will 
have more cash on hand to spend on investments. 
•    Retained Earnings – What cash has been saved from previous net 
income earnings? 
•    Owner’s Equity – This represents the owner’s investments in the 
business minus the owner’s withdrawals from the business plus the net 
income since the business began. This is how much money has been 
invested in the business. 

The keys to balancing the balance sheet is to micro-manage where your assets and 
liabilities are moving. Are you building or burning cash? Are you building or paying 
down debt? 

Debt is NOT bad if you have a plan to pay it down. 

These accounting strategies must start with your vision and mission. You can use the 
accounting statement as a guide for what projects you can take on and when. 

Financials: Profit and Loss 
  

An income statement is a financial statement that reports a company’s financial 
performance over a specific accounting period, usually a month. 

  
 
  
The basic formula, top to bottom, that the income statement follows is: 
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Revenue – COGS – Operating Expense – Interest Expense – Tax Expense = Net 
Income 
  
Start with what is coming in and what is going out. 
  

●   Revenue – Revenue is the amount of money a company receives 
during a specific period. Lots of information regarding growth can be gained 
from looking at revenue. 

●   Cost of Goods Sold (COGS) –The direct costs attributable to the 
production of the goods sold by a company. If you earn $250 in revenue but 
you pay your coach $100 of that $250, the $100 should go into your COGS line 
because it is directly caused by earning revenue. 

●   Gross Profit – Gross Profit is revenue minus your cost of goods sold. 

o   Gross Profit Margin – HUGELY valuable formula: Profit 
Margin/Revenue. We like to see our coaches operating at 
approximately 50% or better. 

●   Operating Expenses – Sometimes these can be called SG&A (selling, 
general, and administrative) expenses. These are the expenses that you 
incur by doing business day to day. Examples would be rent, utilities, 
travel, and other miscellaneous expenses. 

●   Income Before Interest = Revenue – COGS – Operating Expenses. 

●   Interest Expense –The cost incurred for borrowing funds. This is a 
non- operating expense shown on the income statement. It represents 
interest payable on any type of borrowing.. 

●   Income Before Taxes –Income before interest. 

●   Taxes – Taxes are generally an involuntary fee levied on business by 
the government. How much does the company owe in taxes? You must 
account for the taxes that you will owe no matter your operating status. 

●   Net Income –Income before taxes. 
  
A great deal can be learned from monthly, quarterly or annual income statements. It’s 
crucial that you analyze previous income statements and establish a comparison. 
Such retrospective glances can offer insights into where your business is growing 
and where it’s struggling financially. Remaining ignorant of past financial mistakes 
and troubles may cause you to repeat them in the future, harming the growth of your 
business. 
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Financials: Cash Flow Statement 

The Cash Flow Statement is utilized by companies who do accrual accounting. This 
process is not used by cash based businesses who only need to utilize the balance. 
The formula for the cash flow statement is very simple. 
  
Net Cash Flow In or (out) = Cash flow from Ops + Cash flow from investing + Cash flow 
from financing 
  
Let’s discuss the basics of the Cash Flow Statement. 

●   Cash Flow from Operations – How much cash did you bring in from the 
business that you were running? If you sold $10,000 in revenue but you spent 
$5,000 your net income would be $10,000. If you collected the entire amount 
in cash your cash flow from ops would be $5,000. 

●   Cash Flow from Investing – if you bought a building for $100,000 that 
would be cash OUT the door but if you sold a building for $100,000 you’d have a 
cash infusion IN. 

●   Cash Flow from Financing – if you take out a loan that gives you a lump 
sum of 

      $10,000, you would have $10,000 of cash IN. 

●   Total Cash Flow –The  addition of all the above numbers. 
  
  
Cash Flow Statements allow you to analyze the aggregate data of all monetary 
movement. Regardless of whether you are a cash based accounting system or an 
accrual based system, it’s highly important to know where your cash is. Don’t put 
yourself in a position where you are struggling to pay rent or salaries on time because of 
mismanaged finances. 
  
  

Financials: Your Systems of Success 
  
Your systems of tracking financials are important to your sanity and success. You need 
to ensure that the systems you use in your business do a few things for you: 
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●   Provide you the correct information - if you get the wrong financial 
information, it’s worthless and potentially destructive to you 
●   Provide it to you efficiently - you can’t spend all of your time either 
inputting information to your systems, cleaning it up, or exporting/reporting 
information to understand what’s going on 
●   Integrated to cash - your systems must connect to your bank accounts at 
the end of the day. This does help with efficiencies, but also ensures accuracy 
when you can reconcile your systems down to your cash accounts 

  
Let’s dive into your money systems: 
  

●   Your bank account - seems simple but not enough coaches/owners look 
at this as part of your financial system. It all begins here because if your 
payments don’t end up as cash in an account, you’re not doing it right 

○   Generally, we like gyms to go with global bank providers just 
because they offer better services, cheaper rates, more digital access, 
and more technology connections to other billing and accounting systems 

●   Your bank card and your credit card(s) - You need to pay expenses, and 
we want you to either earn cash back or points/miles on your cards 

○   We usually recommend an Amex business credit card if you are 
disciplined with your spending and repayments. 
○   From these expenses, we get SG&A expenses, CAC’s, etc. 
○   You’ll want to connect as many systems, advertising/marketing, 
supply, etc. expenses to this card so that you have one system 
aggregating all expenses 

●   Payroll system – outsource this if you have employees as you want to 
make sure somebody is helping you setup your employee protections. We 
recommend Paychex 
●   Your accounting system - you must run a system that helps your 
aggregate and reconciles how you’re doing financially. 

○   We recommend QuickBooks, but Xero works well too 
●   Your billing system - you must have a simple system that helps you track 
all of your clients billing information historically and moving forward. This system 
must accept all credit cards and ACH information and be able to auto charge 
your clients every month (and tell you which clients failed payments), and it must 
supply reports for revenue, refund, etc. monthly. This system should also be able 
check your clients into it so you can track when clients train and not allow too 
many people to be on the floor at one time 

○   We currently recommend Pike13 due to its simplicity. It also 
provides billing and retention information, client revenue/LTV, etc. 
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●   Excel or Google Sheets 
  

Financials: Your Startup Expenses 
  
We’ll break startup expenses into three buckets: 
  

●   Brand new gym startup expenses 
●   Group training to OPEX transition 
●   PT to OPEX transition 

  
Let’s first discuss some broad thoughts around startup expenses: 
  

●   You must manage your cash position very smartly 
●   You must pay attention to both today as well as into the future.  You must 
develop a runway of cash, i.e. you must have enough cash in the bank to fund a 
minimum of six months of operating expenses should you bring in $0 in revenue. 
We do not expect you to bring in $0 in revenue, but you want to ensure you’re 
protected if things start out more slowly than you thought 
●   You must pay attention to your personal cash position as well as your 
business cash position.  We look mainly at your business, but you do want to 
factor in what cash you’ll take home and how that will impact your life outside of 
the gym 
●   You must choose if you want less cash today or more risk tomorrow. You 
will have the option to finance some large expenditures. Financing things isn’t 
right or wrong: it’s strategy. If you want to save cash today, you’ll have to pay that 
balance tomorrow. Think through how you’d prefer to setup your risk structure 
because if you have debts that you cannot pay you’re in trouble. 
●   Remember that just because you bought something doesn’t mean it was 
an expense. Equipment is an asset and while you will pay it down if you buy the 
right gear you’ll be able to set up your brand more appropriately which will help 
you gain and retain clients 
●   Map out your strategy as a whole before you begin buying trinkets. You 
want to layout very specifically what you’ll need so that you have a full cash out 
the door forecast (plus your six months of additional operating expenses) so that 
you can make priority decisions to save cash where appropriate 

  
Check out the Financial Analysis Excel Doc on the Membership Site 
  
Let’s walk through the three buckets: 
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Going from a group training gym to OPEX 
  
This category will most likely have the fewest startup expenses. However, we must 
make a few assumptions for this to be the case: 
  

●   You will not be changing your facility substantively. Perhaps you put a new 
coat of paint on the walls, but we are assuming that you already have 
bathrooms/showers/consult or office rooms. This would include not needing any 
architectural help or permitting 
●   You have enough equipment to coach fewer clients (initially). 
●   You have systems such as a laptop/desktop plus an iPad to check people 
in 
●   You will already have revenue coming in. You’ll want to forecast where 
you expect your business’ cash position to be based on your expected number of 
transitioned clients 
●   You will either maintain your same billing system or make a straight (cash-
expense cost) change to another billing system, so you won’t need a net new 
system 

  
If you have the above pieces in place, you will save on the two biggest out of pocket 
(potentially) expenses of a facility: build out and equipment outfitting. If you do need to 
make changes or upgrades you’ll need to factor those in. 
  
Expense-wise then, this leaves you with: 
  

●   Signage - this most likely will be your biggest expense if you have to go 
with something such as a light up sign. 
●   Assets - a re-brand of your brochures, one-pagers, intake forms, business 
cards, etc. 
●   A coat of paint to match your re-brand - this isn’t mandatory, but do make 
sure your gym looks rock solid and premium 
●   OPEX License fees - this is more so a part of your runway, but you want 
to factor these in. If you were paying for any other license/affiliate fees, you can 
nix those whenever you’re able 
●   Any changes to your website and CRM - you can jump into an OPEX 
site/CRM or you can pay for your current site to shift/change 
●   An acuity scheduling system 
●   Proper accounting software such as QuickBooks 
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●   Social media costs - you will need to change your pages to your new 
OPEX brand, and you may (not mandatory) want to run some ads for brand 
awareness etc. 
●   Legal fees - make sure your company is properly setup to include 
operating agreements and partner agreements, plus things like federal/state/city 
business licenses 
●   Photography for new imagery - you can lever OPEX’s libraries and social 
images, but expect to take some high resolution photos of your facility and clients 

  
Here some broad numbers to expect: 
  

●   Signage - anywhere from $200 to $6,000 - quality vinyl banners (if they 
really look good) are very inexpensive whereas light up signage starts in the 
thousands. The sign needs to exhibit your brand image and you need it to find 
people, i.e. you need it to be visible from the main road 
●   Assets – broadly $1,000 
●   Paint – broadly $1,000 
●   License fees - when you get to the launch phase they will kick in 
●   Website and CRM changes - either you’ll have a monthly expense or you’ll 
pay approximately $500-$2,000 for a web designer (always potential for it to be 
lower). 
●   Scheduling software - $25 or less per month 
●   QuickBooks - often approximately $200 
●   Social media costs - free to $1,000 for ad spend 
●   Legal fees - $1,000 or up if you have complicated partnership structures 
●   Photography - $500 

  
To approximate, you’re likely looking at between $4,000 and $10,000. 
  
We didn’t factor in the six months here as we’re assuming you already have clients so 
you have revenue to offset the six months of expenses. If you do not and you’re 
transitioning, you absolutely want to factor that in. 
  
Going from PT to OPEX - 
  
As with group to OPEX, you most likely won’t need to worry about a facility build out but 
we would anticipate you’ll need to purchase more equipment. We recommend factoring  
in $10k in equipment so that you can have more people training on the floor. As above 
you’ll also need to consider: 
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●   Signage - anywhere from $200 to $6,000 
●   Assets – broadly $1,000 
●   Paint – broadly $1,000 
●   License fees 
●   Website and CRM changes - $500-$2,000 
●   Scheduling software - $25 or less per month 
●   QuickBooks - often approximately $200 
●   Social media costs - free to $1,000 for ad spend 
●   Legal fees - $1,000 to get any simple agreements or company changes 
handled 
●   Photography - $500 

  
Because of the equipment, figure in $14,000-$20,000 in total expenses. You very likely 
will have the option to finance the $10k in equipment expenses. If you finance you’ll 
drop your cash outlay from $14-$20k down to $4-$10k, but you will have a monthly cost 
(and you may also have interest to pay) that you now have to factor into your operating 
expenses. 
  
Starting up an OPEX Gym from Scratch -   
  
Let’s discuss some assumptions: 
  

●   You will go into approximately 2,000 - 2,500 sq. feet of space 
●   You will be able to hold 10:1 client to coach ratio, but you don’t anticipate 
needing anything substantively bigger 
●   You’re in a good area but not a major city that demands much higher rents 
(but accompanied by better client WTP) 
●   You will be coaching and running the business on your own until you 
reach the 25 or 30 client mark 

  
And other things you may or may not need: 
  

●   Out of pocket startup expenses 
○   A facility build out - we’ll assume you need some bathroom work, a 
consult room/office and front desk area. 

■   Build outs can get expensive quickly, so manage your cash 
well 

○   Permitting and architecture to support the build out - most build 
outs are required to go through the township/city in order to gain clearance 
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to do the work; you’ll need to prepare for this as well as forecast how long 
it’ll take 
○   Your equipment - you’ll want to be able to comfortably house your 
10:1 ratio of clients to coach, so you’ll want to support it with the right 
equipment 
○   Signage - people need to find you 
○   Systems - we’ll assume you need a laptop, plus an iPad 
○   Web based software - QuickBooks, scheduling software, 
website/CRM 
○   Asset creation - hard assets that show off your business 
○   Social media setup - you should do this on your own 
○   Google places setup - you should do this on your own 
○   Legal fees - you need to ensure you are properly setup with 
operating agreements, partner agreements, business licenses and client 
agreements. We’ll assume you don’t need checks on employee 
agreements yet. 
○   Photography - you’ll want to show your new business off so you’ll 
need the imagery to do it 
○   License fees 
○   General supplies - toiletries, cleaning supplies, shelving, office 
supplies, a printer, etc. 
○   Extras - factor in additional expenses that might arise 

●   Ongoing expenses for the first six months 
○   Your facility - you’ll most likely have to pay first and last month’s 
rent in month one 
○   Utilities - you need electricity, water, gas, waste management, etc. 
○   Internet - for playing music, programming, or just being able to 
connect 
○   Systems - billing systems, CRM etc. 
○   Marketing/Advertising 
○   Ongoing supplies - cleaning supplies etc. 
○   Insurance - you need to protect yourself and your business from 
day one 

  
This may concretely look like: 
  
  

●   Out of pocket expenses 
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○   Facility build out – (estimation) $20k.  Renovations can vary widely 
depending on what you need, but this is often what we see come back on 
a facility of this size 

■   You can always request to finance this over the course of 
the lease. If you do this, calculate what you’re paying in extra 
interest because it may or may not make sense depending on total 
costs 

○   Permitting and build out red tape - $1,000 
○   Legal fees - $2,000 
○   Equipment – (estimation) $20k based on many OPEX Gyms who 
have started up. Again, you may wish to finance this 
○   Signage - $3k 
○   Systems - $2k 
○   Web based software - $3k 
○   Asset creation - $1k (printing costs). Remember OPEX will supply 
you with design 
○   Social media setup - $0 because you’re doing it 
○   Google places setup - $0 because you’re doing it 
○   Photography - $500 
○   General supplies - $500 
○   Extras - $3k 

●   Ongoing expenses - for your runway 
○   Rent - @ $3k/month, we’d expect $3k * 7 (remember that you’ll pay 
first/last month rent up front) = $21,000 
○   Utilities - $250 * 6 = $1500 
○   Ongoing supplies = $150* 6 = $900 
○   License fees - depending on specifics of your plan, approximately  
$4k 
○   Systems fees - $150 * 6 = approximately $1k 
○   Marketing/Advertising = $500*6 = $3k 
○   Insurance - $100 * 6 = $600 
○   Internet etc. - $100 * 6 = $600       

  
The math then would look like: startup out of pocket expenses + (operating expenses * 
6 months). 
  
In the full startup example, if we assume that you pay for everything and don’t finance 
any then you’re looking at: 
  

●   Out of Pocket - 20+1+2+20+3+2+3+1+0.5+0.5+5k = $53k 
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●   Operating expenses for six months - 21+1.5+0.9+5+1+3+0.6+0.6 = $32.5k 
●   Total costs = approximately $85k 

  
If you financed the equipment and the renovations you’d drop $40k from the up front 
and add approximately $7-10k in fees to the six month runway, so your total cash outlay 
would drop from $85k down to approximately $50k. 
  
If you execute a strong launch with a group of founding members, we believe you can 
be at break even or better within the first six months, but it’s still important to have the 
cash flow to support you in this startup phase. 
  
What are your options to get this cash flow? 
  

●   Self-fund 
○   If you have the net worth to support it, you can turn it into cash – 
i.e. you can move funds from liquid assets into cash in the business - to 
give you the cash in the business that you’d want 

●   Bring on an investor 
○   The upside with this option is that you have the cash and if things 
go poorly you don’t owe cash to that investor 
○   Meanwhile, the downside is that you have a partner to deal with 
culturally and you’ll owe profit to that investor over time (your contract will 
stipulate how this will be handled) 

●   Take on debt 
○   You could take on $85k in debt if you have the credit/assets/history 
for a bank or creditor to allow you to do so 

■   The upside - you can get the cash without having to put your 
own assets into the business. Be very mindful of the interest you’ll 
have to pay over what time frame. 
■   The downside meanwhile is you will owe this money and it’s 
almost assured that the creditor (unless it’s friends/family) will make 
you sign as an individual, so you’ll owe that money back even if 
your business fails. 

  
Make sure you have a proper financial runway for the business to ensure you have the 
best chance possible for success. 

  

Financials: What is Good Financially? 
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The answer to the question posed in the title, is typically OPEX, i.e. the answer is 
based on the individual. Your definition of success depends on your goals and where 
your business is. Some of the important questions to ask are: 

●   Am I keeping enough of my revenue and still projecting the right 
brand/model to the market and coaches? If you make $10,000 in revenue 
and somehow you personally make $8,000, on the surface that looks 
amazing but in the OPEX model, we’d have to ask: 

o   How much are you paying your coaches? You must give your coaches 
a an opportunity to succeed and grow in the long-run. For that to work, 
they’ll need to earn higher WTP’s, coach more clients, and refer in. 

o   How much are you paying yourself? 

o   Do you have free rent? 

o   General numbers to shoot for are 50+% gross margin and 25% net 
margin. This includes paying yourself a commission just like other 
coaches would get. You will not earn this for a little while because you 
need to build a client base to earn enough revenue to overcome your 
monthly SG&A expenses 

•    What percentages of revenue am I paying? 

o   You make $10,000 in revenue but you spend $10,000 in marketing. 
Is that bad? This depends because you may have had an opportunity 
to buy $50,000 worth of marketing but it cost you $10k. If that $10k in 
marketing moves your sales up $25,000 in two months, arguably it 
was worth it. 

●   Am I personally making enough? – You need to be making enough 
to provide yourself with the necessities for yourself. 

●   Am I growing my Net Income consistently?  – It may not grow every 
month. However, you should see the trend of lower left to upper right if you 
looked at time on the x axis and net income on the y axis. You also want to 
grow revenue even faster than net income – sales helps everything 
especially in this business 

  

  
FINANCIALS AND METRIC PROCESSES 
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Processes: How to track/follow 
  
Tracking financials and metrics needs to be done monthly. If you get behind in receipt 
input, revenue tracking, etc. it adds up in time. Doing these processes monthly will not 
burn your long-term efficiencies and you’ll make better decisions from the data you 
gather. 
  
Below is what we recommend tracking, blocking off a number of hours, monthly, to do 
so: 
  
  

●   Pull your revenue reports from your billing system 
○   Update your entire client list in terms of what they paid you that 
month - that will auto update your LTV numbers 

●   Input your revenue into your accounting system 
●   Reconcile your revenue versus your bank account debits for the month 

○   This needs to reconcile at 100% certainty 
○   If you use a service/accountant, they should confirm this 

●   Calculate your coach pay for you and your coaches 
○   Use the revenue per coach combined with their coaching % to 
calculate their take home pay - assuming you have a payroll company, 
you will be able to have them auto-calculate your employee expenses 

●   After you call in your payroll(s) input your payroll into your accounting 
system 

○   With most services, they will save a file that can be imported right 
into QuickBooks 

●   Calculate any sales tax or VAT - if it applies to you 
○   If you have these expenses, input them into your accounting 
system 

●   Input all of your bank card and credit card (and any cash/check) expenses 
into your accounting software 

○   We recommend keeping copies of all receipts just in case the 
government enquires 

●   Reconcile all of your expenses - COGS and SG&A - with your bank 
account credits throughout the month 

○   If you have a service/accountant, they should confirm this 
●   Once you have fully reconciled your accounting, run your accounting 
financial reports 

○   Balance Sheet at the end of the previous month 
○   Income Statement 

228



○ Statement of Cash flows
● Learn from what you see - did you have a good/bad month? What was
higher/lower? Why?
● Calculate your retention

○ Per coach
■ Any client who left, count them as churn - calculate the
aggregate number and the percentage of churn
■ Put it into the retention sheet to add to your long-term
averages by coach and allow the sheet to calculate the gym
numbers

● Calculate your NPS scores with all scores that came in on the month
○ Per coach
○ Per time range
○ Look closely at the comments to learn from them

● Review your LTV and trend
● Calculate and review your CAC
● Calculate your LTV:CAC ratio
● Review your sales funnel numbers
● Review your RAC’s
● Review your funnel movement

○ What led to people moving forward
○ What advertising worked/didn’t

● Study your numbers
● Take a break from the numbers and return to put your strategies together
to improve them. You’ll drive an annual and quarterly strategy but you can make
tweaks monthly based on these numbers/metrics

Check out the Financial Analysis Excel Doc on the membership.opexfit.com/gyms/
resources 
MANAGEMENT 

OKR’s and defining strategy and planning 

Now armed with helpful insights about your business it’s time to design an overarching 
strategy with digestible parts and timelines. We set strategies using OKR’s. 

What is an OKR? The O stands for the objective that you intend to achieve over a 
certain period of time. We suggest laying out annual and quarterly (each year and each 
quarter) objectives. These objectives set the focus for what you’ll prioritize in your 
business. 
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Perhaps in a certain quarter you want to increase your MRR (monthly recurring 
revenue) by 15%. You now have a focus. You’ll need to design how to achieve it, and 
then execute. 
  
Your KR’s are the Key Results that support the bigger objective. If you want to increase 
your MRR by 15% in three months, what smaller results will you need to achieve in 
order to get the bigger 15% gain over the three month window? Perhaps you need to: 
  

●   Improve retention by 1% - this leads to more people staying which = 
higher MRR 
●   Increase new client price point by $15/month - this leads to higher MRR 
moving forward 
●   Improve the quality of your signage - this one doesn’t sound like it will lead 
to higher MRR, but if you go a layer deeper, better signage should lead to more 
clients which = higher MRR, and it may also help WTP move north which = 
higher MRR too 

  
Using this example you can see when it comes to objectives they should: 
  

be outcome oriented 
○   be clear and understandable to you and the entire team 
○   clearly tie into the bigger time range objectives and ultimately to the 
three year vision of where you intend to go as a company 
○   never be more than five in a quarter or year - make the objectives 
you set important enough to not warrant more 

  
When it comes to key results they should: 
  

○   be measurable - it's not a success, it's we will launch by x and have 
y users by z date. 
○   clearly make the objective achievable 
○   be quantifiable 
○   lead to objective grading 
○   never be more than four key results for each objective - make the 
results correlated and important enough an to clearly achieve success in 
the objective if you achieve them 

  
How do you quantify how well you’re doing with your strategy? The great part about 
OKR’s is that you grade yourself on them each quarter/year 
  

230



●   Scores are 0.1, 0.2, 0.3, 0.4, 0.5, 0.6, 0.7, 0.8, 0.9, and 1.0 
●   The goal isn’t to score 1.0 across the board, that’s a sandbag. The goal is 
to move the needle significantly in your business. Set the objectives in a way that 
really challenges and know that good is an average  of approximately 0.6-0.7 

  
To plan OKR’s we suggest: 
  

●   Planning with the whole company as one unit 
●   Gaining full clarity on where your business is for a given time - this is done 
with all of your metrics as well as client/coach/market feedback 
●   Gaining full clarity on how you did in the previous quarter/year - were you 
able to accomplish your goals? 

○   If you did, reflect on how you did - score yourself on your last 
quarter/year OKR’s and ask yourself why your scores were what they 
were 

●   Reconnecting to your bigger three year mission - how much time do you 
have left to achieve your big vision? What’s working and what’s not? 

○   Your goal here is to identify what will provide the most benefit if you 
were to achieve it this quarter/year. This helps you clarify priorities 

●   Brain dumping the most important objectives you could achieve. Don’t 
worry if they are big or small, but don’t make them projects. Make them outcome 
based objectives to achieve 
●   Chunking your list down into the five most important objective (outcome) 
categories 
●   Putting names to them and listing them in a very defined way so that you 
can clearly see if you have achieved them or not at the end of the quarter/year 
●   For each objective 

○   Brainstorming the key results that will best lead to success within 
the objective 
○   Refining/chunking the list down into the four most important pieces 
you’ll want to achieve 

●   Walking through these objectives and key results again 
○   Do they make sense for the time frame? 
○   Are they leading you to your bigger vision? 
○   Are they important - ie, will they be tough to achieve but highly 
beneficial when you do 
○   Are they clear and important for your company 
○   Will you be able to explain them to your team 

●   Lock them in 
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Getting team buy in and alignment with your list is key. We suggest doing that in the 
following way: 
  

●   Present the OKR’s to your team 
●   Ask for feedback on how important they will be to the company - have 
good discussion and be open about their thoughts 
●   Make any tweaks to the OKR’s based on feedback 
●   Re-lock the company OKR’s 
●   Have every department walk through their OKR’s including: 

○   Going through the same reflection with their OKR’s - they should 
score themselves and ask the same questions 
○   Reflecting on the company vision and company’s quarterly/annual 
OKR’s to make sure they design their strategy in a way to help the 
broader business 
○   Discussing these in team reviews 
○   Locking their OKR’s in 

●   Lock in the more granular OKR’s 
●   Set the projects needed throughout the quarter in order to achieve them 
●   Execute 

  
The first time you do this, we recommend you do two to three objectives at most. . Make 
them really important and don’t feel like you need to do five just to do five. 
  
Why should we use OKR's: 
 

●   It encourages disciplined thinking - major goals will surface 
●   Communication gets more accurate 
●   Establishes indicators for measuring progress (shows how far along we 
are) 
●   Focuses effort 

  
Some additonal considerations on OKR’s include: 
  

●   Everybody's OKR's must be made public in the company - It helps a lot for 
teams to see where the direction is and what people are working on 
●   Use sunk cost thinking - if you get half way through the quarter and, for 
whatever reason, you realize that one of your objectives has no value, stop 
pursuing it right away. Only work on what you believe will move you forward 
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● Make sure you manage to those OKR’s - don’t add objectives throughout
the quarter that don’t help achieve your key objectives

○ Follow up with your team in your weekly/monthly Personalized
Meetings

● Grading OKR’s
○ Average of the KR's (below) will tell you how you tangibly did
from 0-1.0 by 0.1 steps

■ 1.0 = full implementation with great impact to the broader
objective
■ 0.0 = miss in implementation
■ .3 (ex) = either

● implementation with weak impact to objective
● partial implementation

■ .7 (ex) = either
● full implementation but medium impact to the
objective

○ Grades don't matter except as directional matters
○ Take the average of all of your objectives to get your quarterly
grade
○ It shouldn't take more than a few minutes to grade
○ It's not so much success/failure to be high/low - it's just data. Learn
from it and improve.

Check out the Objectives and  Key Results Template Doc on the https://
membership.opexfit.com/gyms/resources 

To really dig in, check out this video - https://library.gv.com/how-google-sets-goals-okrs-
a1f69b0b72c7 

PEOPLE 

Time Management and Consistency 

You are a professional coach and now a professional gym owner:  it’s time to ensure  
you make time to consistently compound the growth of your business. While we’re not 

233



prescriptive about how you work your calendar we are adamant about knowing what 
your schedule looks like and how much time you’re spending on different things. 
  
Think about these two approaches: 
  

●   You have 50 clients and you don’t know how long each client takes you 
●   You have 50 clients each taking 2 hours per month to work with 
(includeing programming, consults, answering questions, watching/conversing on 
videos etc.) 

  
In example one it’s difficult to plan your time and priorities; it’s reactive not proactive and 
that’s not good for business. We highly recommend: 
  

●   Figuring out how long your ongoing monthly responsibilities take you 
including: 

○   Your clients - walk through the coach/owner timing sheet. 
○   Your coaches - make sure you have their meetings and education 
timing understood 
○   Your partners - how long doedo your monthly or weekly meetings 
take? 
○   Your anticipated sales consults 
○   Your anticipated email, phone, text conversations with RAC’s 
○   Your anticipated social media, in-person event, and email 
marketing needs 
○   Your cleaning 
○   Your floor hours 
○   Your monthly financial and metric reconciliation 

●   Once you have that timing understood, put it into a mock schedule or into 
Google Cal at the times that are best for your weekly/monthly schedule 
●   List out the priorities that you as a business owner must attend to to 
ensure business growth. These may look like: 

○   Annual planning 
○   Quarterly planning 
○   Monthly project layouts 
○   Ongoing management of projects, OKR’s 
○   Ongoing management of your people 
○   Working to improve client UX 

●   Put those components into your mock/real schedule 
●   Now contemplate if you can execute on your schedule every 
week/month/quarter/year in. 
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If you cannot execute on your schedule refine your priorities, for example:   
  

●   You have 10 clients, you coach six hours on the floor each weekday, plus 
three hours  on Saturday and two on Sunday. You have two other full time 
coaches and no partner.You do all of your marketing/financials/etc., 

○   Clients - if each client takes you two hours/month, that’s 20 hours 
per month 
○   Floor hours - 6 * 5 + 3 + 2 = 35 hours per week * 4.3 = 150.5 hours 
per month 
○   Two  Coaches - 1 hour per week meeting (30 min * 2) + 90 min per 
week education = 2.5 hours per week * 4.3 = 10.75 hours per month 
○   Marketing - 1 full hour per day * 6 days per week = 6 hours per 
week (your personal social media perusing doesn’t count!) * 4.3 = 25.8 
hours per month 
○   Events or lunch and learn etc = 2 per month @ 2 hours of prep + 3 
hour event + 1 hour of transit etc + 1 hour of follow up = 5 hours per event 
* 2 events = 10 hours per month 
○   Metrics + Financials = 5 hours per month 
○   Sales consults - 5 per month = 5 hours per month 
○   Emailing, calling, texting = 2 hours per week * 4.3 = 8.6 hours per 
month 
○   Billing issues = 1 hour per week * 4.3 = 4.3 hours per month 
○   Cleaning = 60 min x 3 days per week = 3 hours per week * 4.3 = 
12.9 hours per month 

●   This list totals 252.85 hours per month (58.8 hours per week) 
●   As a new business owner these numbers aren’t unexpected but there are 
ways to save time. If you have two coaches who are building up their books 
offload your floor hours and put that time to good use.Your goal is to work on the 
most important priorities in your business for the most amount of time each 
month. 

  
  
  
  
  
  

The OPEX Coach and Their Time 
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As the owner of the gym with coaches on your staff you must be prepared for the 
challenges your coaches will face and the challenges they will pose to you. One of 
those challenges is their time management. Some coaches don’t face this at all, but 
many do. They love working with clients (assuming your hire the right ones), and they 
love designing their program, but when they add more clients, plus the social media that 
goes with it all, they can sometimes feel stressed or overwhelmed. 
  
Here are some of the big questions you want to ask and solve for before your coaches 
have issues: 
  

●   How many clients can they effectively work with? 
○   How long will each client take them not including floor hours 

■   Programming 
■   TrueCoach conversations, video watching, program 
monitoring 
■   Consult(s) 

●   How many floor hours will they have? 
○   Add in 5-10 minutes to any opening/closing shift to be fair to their 
schedule 

●   How much PT do you expect them to do? 
●   How many assessments will they do for new clients? 
●   Will they run any sales consults? 
●   How long will it take them to onboard a new client outside of sales, 
assessment and normal programming?  Think splits, nourishment/lifestyle, and 
additional conversations to build relationship 
●   Will they have additional responsibilities? If so, make sure that you factor 
that in. 

  
Once you have their expected commitments figured out, you’ll want to forecast these 
pieces: 
  

●   How many new clients can the coach take on per month realistically? 
○   You need to know if your team is prepped to bring in your expected 
number of new clients monthly 

●   What is their expected churn rate ? 
○   When do you anticipate that churn to start - if they are brand new 
and you are getting people to sign 12/24 month contracts, you shouldn’t 
see the average churn rate start for 12/24 months 
○   You want this number so that you can forecast how many clients 
they will lose so that you can plan your coach new client need each month 
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●   What is the max client count now versus 12 months versus 24 months 
○   Maybe they can only handle 15 right now while they build 
efficiencies, but in 12 months it may be 30, and in 24 months maybe it’s 
45 
○   You want to use these forecasts to help set them up for success 
and plan out their coaching ascent for years 

●   What is their expected price point today, in 12 months and in 24 months? 
○   Your goal is to grow this, but you need to be realistic. If the coach 
has a big following or has experience/credibility already, you will be able to 
charge more 

●   Do  you anticipate this coach will be able to bring in clients or will you have 
to feed them? 

Hiring 

  
To begin, make sure to speak to your lawyers and accountants to ensure that you are 
onboarding, paying, and managing your people effectively. We have gyms all over the 
world and the rules are different everywhere.  
  
There are a million schools of thought on hiring, the most important things we have 
learned through our process of hiring include: 
  

●   It must begin with your vision – You can hire for roles or you can hire for 
outcomes. We recommend outcomes that directly lead to your long-term vision. 
●   Know your company’s story and can elevator pitch it as an 
accompaniment to your job offers. 
●   Understand when and where you will need people and why you will need 
them – This needs to be a part of your bigger business plan and strategy. 
●   Understand how the role directly adds value to your business – If you 
don’t know how it will add value how will you display that to your new hire(s) and 
how will they feel like they are doing something valuable for the company? It’s 
hard for them to feel fulfilled inside of that. 
●   Understand where to go to find people – There are many job platforms 
now but you also have contacts and friends who can help. 
●   Post a well-thought out Job description 
●   Know how applicants apply and how you will get back to them 
●   Keep detailed files on recruits so that you can go back to them later if 
need be. 
●   Understand how to run proper interviews. 
●   Think about their compensation structure before you go after them. 

237



●   Onboard them properly and train them 
  
Recruiting through Vision: 
  

Hiring is like the marketing and selling of your brand. In the working environment, 
today, the best candidates are looking for careers that have purpose and lead to long 
term fulfillment. Gone are the days were people were looking for a safe job. Young 
workers these days want more growth. 

It will be easy to find the right candidates when you share your story. Why do so many 
people want to work with Amazon? They are building a juggernaut and they embody 
that. What are you building? Why is it so important to you? 

Start enticing potential employees with your comprehensive vision. 

  

Your Story Matters Greatly: 
  
In an increasingly digital world, you can’t hide anymore. People will look you up on 
Facebook, Yelp, Google, Instagram etc. and you have to be telling a good story when 
they find you. We’ve touched upon story before, so below is a reminder: 
  

●   You can try to fabricate a persona but it’s challenging to fulfill on that, 
besides people see through façade. Be authentic from the get go. 
●   You don’t have to be sexy to have an amazing story.  Perhaps you have a 
deep passion for Olympic weightlifting because you were bullied in high school 
and weightlifting helped you escape. Tell the story for what it is. 
●   Be consistent with your story and brand. Are you a badass? Are you 
driven by charitable giving? Stick to your story, either way. 
●   You will lose some people who don’t buy into your story – so what? Those 
who do believe in what you are doing will be all in. 

You’ll have your highest probability of success with candidates when they can see 
and feel your story. 
  
Knowing Who You Will Need and Why: 
  
Through longer term planning you can avoid having to scramble for new coaches and 
staff. 
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On the coaching side, we suggest being months ahead of needing to hire a new coach 
so you have the opportunity to land the best fit for what you need. That’s to say, if you 
anticipate needing a coach on January 1st  then you need to begin looking a quarter 
earlier, on October 1st. What happens if you land a great coach two weeks into the 
search? We’d recommend doing due diligence and if you can use them, bring them in 
immediately. If you can’t use them, you’ve been transparent so January 1st shouldn’t 
be an issue. 
 
  
How does the role add value to your gym? 
  
It’s easy to think you need a coach or sales person,  it’s harder to understand the 
exact value you wish them to bring. 

When you know what tangible and intangible value you need from a new hire, you will 
know the experience necessary and the skills they’ll need to have to to do the job. 
When you know what value you need, you ask the right questions to bring the right 
people in. 

Where Do You Find People to Recruit? 

While we’ve had some success with hiring through word of mouth, the less 
established your business is, the more it’s worth relying on recruiting platforms such 
as: 

•    Indeed.com – this has sort of taken over as the new generation 
monster.com. You can post a job role and spend a fairly small amount of money 
(spend more to get more hits) to have it hit the areas and categories of jobs that 
you want 
•    LinkedIn – this is getting better, even in the gym space. 
•    Craigslist – it’s wide net but has the benefit of being cheap and local 
•    Facebook – while this isn’t designed as a place to send job requests, it 
can be effective if you message it the right way 

o   Because Facebook is a personal platform, you’d want to ensure your 
language mirrors that.   
o   Facebook ads –  while a bit less personal, you can target the types of 
people who you are looking for. 

•    University job boards – Get creative here. You have great coaching jobs 
and universities have coaches. Don’t be afraid to work with their coordinator 
teams to get on the boards. 
•    Local papers – While this is also less of a known entity, as papers are now 
digital, there are potential opportunities here. 
•    Your Friends and Contacts – don’t underestimate this. 
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o   If you haven’t asked your members, partners, family, and friends then 
you have some work to do. 

Test these platforms. Roll out the same job description posting across all these 
platforms and test the quality of each platforms candidates. 
 
  
Posting A Brilliant Job Description 
  
Writing a great job description requires a story teller’s perspective. You need to 
generate a description that creates excitement around the open position. This is not the 
time to discuss the full benefits of the position, but the time to sell the applicant on the 
importance of the role within your company’s operation and mission. 

When writing a job description that will go public consider the following: 

●   Tell the story of the company as well as the role up front – why do they 
matter, why does the company matter, what is the vision? 
●   What are the main KPI’s (key performance indicators) of the role? – this 
needs to be understood up front. 
●   What are the major pieces that the candidate must possess to succeed? 
– what traits do they need? 
●   What are the expectations of the role? 
●   Where to go next? Be sure to say what action to take. 
●   Take a look at current OPEX Gyms Jobs postings 

Your job decsription should excite the right candidates and scare off the wrong ones. If 
you write this job description well, you can tweak in the future. 

  

What Will They Do When They Get A Hold of You – Where Will They Go? 

  

It’s important to establish a consistent process for funneling candidates through your 
hiring process. This includes who reaches out to the candidate first and how the first 
conversation will be organized and judged. 

The first conversation is not just about getting a feel for the applicant, it’s also about 
judging their experience for the position should it require expertise in a field.  As the 
role gets more complicated you should expect to be more specific about what you 
need as well as the length of time that you will want to allocate to finding that 
candidate. 
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When the candidates start coming in you should separate the calls, emails and 
resumes to progress the right candidates quickly, while letting go of the poor 
candidates.   

Keep Detailed Files on Candidates: 

Many owners don’t keep old resumes. If you find yourself in need of new staff and 
coaches quickly, it’s best to look back at some of the old applicants and see if they are 
still interested in working with you. 

Running the Proper Interview: 

After you have shortlisted candidates qualified for your job posting it’s time to do an in 
person or phone/skype interview. If you have multiple people who have relevant 
experience to interview, we’d recommend multiple people interview the candidates. 

The key to the interview is to dig into the appropriacy of the candidate. You can do so 
by asking: 

● What was your last role?
● Where did you go to school?
● Where have you coached before?

What you need to know, though, is WHY they are such a good candidate. The key to 
finding this out is to ask searching questions. Brad Remilard suggest asking the 
following five questions: 

Source: https://www.articleweekly.com/brad-remillard/two-reasons-interviewing-fails-
so-often-the-five-questions-to-ask-in-an-interview/

• Question 1 - Could you give me an example of where you've
demonstrated high initiative in a previous position?

o Follow ups - When did this occur? How long did it last? What was the
specific impact? Why do you think this reflects high initiative?

• Question 2 – Could you give me an example of where you achieved
flawless execution on a project or task?

o Follow ups – What was the project or task? What was your specific
role? How did you overcome the first roadblock? What problems
proved to be insurmountable?

• Question 3 – Could you give me an example of where you've
demonstrated leadership in leading a team?

o Follow ups – How would you describe the team that you lead? Was
there a major project or task that would illustrate your leadership of the
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team? What would be a great example of demonstrating initiative in 
leading a team? 

•    Question 4 – Could you give me an example of something you've done 
that is comparable to (insert the job or challenge that you are hiring for) ? 

o   Follow up – What steps did you take in achieving your result? What 
were some of the hurdles you encountered in attempting to reach the 
goal? What was your role on this project? 

•    Question 5 – How would you achieve this result at our company if you 
got the job? 

o   Follow up - What type of resources do you think you would need to 
accomplish this goal? How long should it take? How does that compare 
to similar projects that you've worked on in the past? What additional 
resources are needed to accomplish this result? What type of staff is 
required to support this implementation? What steps would you take in 
the first 30-60 days? 

Never allow a first answer to be as deep as you go. You need to learn as much as you 
can about your candidate. How they answer the question is just as important as what 
they say. If they struggle to name specifics, you have a better idea that their original 
answer may be questionable.   

Think about Their Compensation Plan Prior to Posting the Job Offer: 
  
We recommend going back to the OPEX payout model for coaches, plus considering: 
  

●   A traditional administrator compensation plan may look like $18/hour for 
20 hours per week. If you work over 20 hours you would go to $25 for the 
additional hours but, an administrator can also be salary if they have a full time 
front desk/admin role 
●   A sales team member is likely a base salary, plus bonus based directly 
on the total dollar amount that they close. This can be simple or complex, the 
key is that you do the math to understand your margins with their base salary as 
well as their bonus potential to ensure it makes sense to your business 
●   Marketing is often base salary (higher than sales), plus smaller (than 
sales) bonus potential based on specific marketing metrics (leads brought in, 
lead magnet inquiries, etc.). 

  

When you are designing your compensation structure make sure it mirrors what the 
business’ goals are. If you are a brand new company who needs clients in the door, 
structure compensation plans around client acquisition. As the goals change, tweak 
existing plans and bring new people in who will fulfill the new needs of the bigger 
strategy for the business. 
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Your staff and coaches are the lifeblood of your gym. Recruit the right people and you 
win. Recruit the wrong people and you will find these things: 
  

●   You can never take time off 
●   You don’t trust that the job is getting done 
●   You have too many complaints 
●   You are losing money or not earning as much as you could be 

  
Take the time to setup your process today and it will help you onboard well forever. 
 
Check out this additonal resource on how Hubspot grew insanely fast: 
https://hbr.org/2015/04/the-right-way-to-use-compensation-2 

Contracts and Performance Agreements 
  
After hiring, comes onboarding. When it comes to the administrative side of onboarding, 
your contracts should:   
  

●   protect your business 
●   set the right expectations for the coach 
●   ensure the new employee is setup to get paid 
●   ensure they are setup on health or 401k if you offer those (most don’t right 
up front) 
●   get them accommodated with the company so that they understand you 
and what you’re working to build 

  
To accomplish the above goals, you’ll want to make sure documents are issued, 
explained, reviewed and agreed to. These documents include: 
  

●   The Employment Contract - this is the legal document that lays out your 
employee/company relationship. Within this document, you’ll want to include 
things such as 

o   Their starting date 
o   Their position 
o   Their Compensation 
o   Any terms of their employment 
o   What termination of the agreement/employment looks like 
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o   A contractor or employee Non-Disclosure Agreement - NDA 
o   A contractor or employee Non-compete  
o   A contractor or employee Non-solicitation agreement 
o   A contractor or employee Non-disparagement agreement 
o   Any arbitration, mediation terms that they must agree to up front 
o   Anything additionally that your attorney finds relevant/important 
 
Please refer to the example IC and Employee contracts on the 
Membership Site 
 

●   The Performance Agreement – This is separate to the job description. It 
has more specifics about the role. Some of those specifics are: 

o   The company principles that they are expected to uphold 
o   The company purpose 
o   The company vision 
o   The company values 
o   The company points of performance 
o   The specific job title, plus description of the role 
o   The profile of what the role requires for the contractor or employee to be 
successful 
o   The essential job functions 
o   The key metric deliverables 
o   The key outcomes (in prose) 
o   The statement that the contractor or employee agrees that they will do 
all of these bullets/sections 
 
Please refer to the example Performance Agreement on the Membership 
Site 
 

●   An employee handbook – this doesn’t need to much more complicated 
than your SOP’s but make sure the new hire reads and signs it. 
 
Check out the example OPEX Handbook on the Membership Site 

Keep these files in a folder called so that you know exactly where to go when you 
onboard people. Once signed, scan them into your computer and save the signed files 
in a file folder on your computer as well as in a hard copy file folder. 

  

Process of Training/Onboarding an Employee 
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Specific training depends on the role of the new hire, but everyone needs to be 
onboarded into the culture, processes and procedures of your company ASAP. 

Some things to cover in the onboarding include: 

  
●   Setting up any accounting related needs or payroll needs – We use 
Paychex so that we stay current and legal with how we pay our employees. 
●   Any 401k onboarding docs should you need them 
●   Your gym’s story and the culture. Why did you start it? Why is it 
important?  Why is it valuable what is it about helping people that you love? 
●   Introductions to the entire team, as well as to as many clients as you can. 
●   The set up of their office, desk, cubicle or corner. Make sure this is done 
before their arrival.   
●   Any must watch on-boarding videos 
●   The set up of any emails, logins, user names/passwords 
●   Getting them on any group email lists 
●   Inviting them to any of your daily/weekly/monthly meetings with the rest of 
the team 
●   Explaining their role and responsibilities and walking them through it 
●   Sitting with you or their manager to shadow their job being done. 
Encourage questions and role play 
●   Actually working with clients – i.e running the program/assessment/sales 
pitch etc and providing them with feedback on performance 
●   Follow ups and scorecards 

  

Performance Scorecards and Reviews 

 
Now the steps are in place to bring an employee in with the right expectations and 
focus, it’s time to set up their scorecard so you can build your OKR’s and review 
process with them. 
  
We recommend building out your scorecards as part of your onboarding even if the 
quarter is mid way through. Be sure to discuss the company OKR’s and position how 
their OKR’s will look when the next quarter rolls around. We don’t recommend that you 
have them setup their own OKR’s until the next quarter/year. 
  
Scorecards 
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The best way for you to walk through this is to pull up the scorecard and walk through 
the sections. Let’s talk through them 
  

●   Section 1 
○   Quarter reviewed, Employee name, Position, Manager’s Position in 
the Company - Easy peasy 

●   Section 2 
○   Their OKR’s - this is where you can set them up for what their 
OKR’s will look like when you work through them at the turn of the next 
quarter/year 

●   Section 3 
○   Manager Comments 

■   What’s working, what’s not working, and things to work on 
●   Section 4 

○   Key company employee elements - this is only for employees. You 
wouldn’t do this for contractors because you cannot dictate how they work. 
Layout the values-based company needs that the employee must adhere 
to 

●   Section 5 
○   Specific employee roles and focuses 

●   Section 6 
○   Key manager comments and next steps 

●   Section 7 
○   Signatures 

●   Section 8 
○   Employee and manager final comments 
○     

Check out: Objectives and Key Results Template 
  
Review process 
  
Having a spreadsheet is all well and good, but you need to make sure that you use it 
effectively and efficiently. Here are some guidelines: 
  

●   Open the conversation with more of a consultative approach - see how 
they are feeling, how they felt about the quarter, if they are feeling like they are 
advancing etc. 
●   Make sure you and they have scored and are clear on their scorecard 
from the prior quarter/year 
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○   Discuss any discrepancies between their perception of the 
quarter/year and yours 

●   Make sure you and they have scored and are then clear on their OKR’s 
from the previous quarter/year 
●   Walk through any helpful points of performance that show up on their 
OKR’s and Scorecard 
●   Walk through their upcoming OKR’s after seeing the company OKR’s 

○   Make any tweaks with them if they aren’t aligned with the company 
●   Walk through their upcoming Scorecard specifics with them 

○   Allow them to ask questions, push back, etc. 
●   Discuss any educational opportunities 

  
The last thing we want to encourage you to do is to take this process seriously. Your 
employees are really important to your business, and they deserve a high quality long-
term focused strategy with accountability from their manager. You also want to 
remember that Personalization is our brand; do it at all levels. 

  

Ongoing Team Meetings 
 
As a business owner, you owe it to your staff to help them grow. As they develop they 
will be able to contribute to your business in profound ways. 
 
Setup your schedule to meet with your coaches every week. Remember that meetings 
must accomplish something, they must: 
  

●   Get you and your team on the same page 
●   Save time by not needing 50 emails back and forth 
●   Allow for collaboration between the team 
●   Iron out plans and set the strategy 
●   Define dates and deadlines 
●   Define action items 

  
When it comes to specific meetings you’ll want to set up ones regarding: 
  

●   Coaching Education – You will benefit greatly when you focus on the 
education of your coaches from every angle. 

○   What do your coaches know? Assessing the extent of your 
coaches’ knowledge will inform you on what needs to be taught. 
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○   What are the top priorities of education that they need based on 
what they don’t know? Schedule and plan a coach’s educational program. 
Layout the progression of where you want them to go. 
○   Send notes to your coaches up front and on the back side of 
meetings to .ensure everyone stays on topic during meetings. 
○   Always remember that the goal is to help your coaches grow. 

●   Coach and Staff Meetings – These are more about getting your team 
aligned and helping grow your business. Education shouldn’t be the focus of 
these meetings. To run these well you will need: 

○   Focus on outcomes and purpose – If you have a guiding goal of the 
meeting (even if it’s to discuss what’s occurred over the last 30 days), lay 
out what you intend the outcome of the meeting to be. Additionally, 
remember what the purpose of the meeting is. 
○   Timing consistency – Ensure the meetings occur consistently with 
the same start and end time week after week. 
○   Agenda consistency – Never show up unprepared to any meeting. 
You need to prepare for each meeting to keep the discussion concise and 
productive. 
○   Talk about what’s important – Don’t just have a meeting to have a 
meeting. What can you learn from your staff and what can they learn from 
you that will help all of you do your jobs better? 
○   Hold people accountable – Part of your meeting should be an 
update from each of your coaches. 
○   Have meetings even if it is two people – Collaborating with your 
team, no matter how small, will bring amazing ideas to the table. 
○   When the content of the meeting is over so is the meeting – Always 
stay on task. 
○   Have deadlines and action plans – Establish action plans and 
delegate responsibility for specific project ideas at each meeting. 
○   Send notes prior and post meeting – Assign someone to quickly 
write down the sum of the entire conversation and mentioned ideas during 
the meeting. 

  

Firing                                                                                  
  
Firing, like everything else, should have a process attached to it. We recommend: 
 

●   Being aware of issues ahead of firing – Many coaches and owners 
overlook or simply don’t know about issues that have arisen with their staff. 
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●   Having the tough first conversation – It’s important to have this discussion 
with the employee before any actions are discovered. 
●   Keeping a staff file for everybody including the scorecard and additional 
documentation if issues arise 
●   Consistently marking issues in their file and ascending the repercussions 
Late once may = a slap on the wrist, twice may mean probation, harassing a 
client may be a one offense and out. 
●   Making sure that they are a part of the process – While it may seem trivial, 
involving the affected employee may aid in their comprehension of the problem 
that needs to be fixed. Without that proof it gets much harder to make a 
permanent change. 
●   When the staff member has gotten their fair chance and it is time for them 
to be removed you need to handle it professionally 

○   Document it 
○   If possible, have a witness (other owner, manager) in the room with 
you so that it isn’t your word versus theirs 
○   Know exactly what happens next – you need to know where they 
will get their final paycheck, when/how they clean out any gear/equipment 
they have. You also need to know who will replace them and exactly how 

  
Awareness: 
 
Much of the licensing educational process is helping you develop the procedures 
necessary to gain awareness and mastery of every aspect of your business. On the 
awareness front we recommend: 
  

●   Making sure your clients have a place where they can voice issues – This 
needs to be a part of the initial consultation of any client. Be sure to give them 
information on avenues they can use to report issues or concerns. In a small 
staffed facility, this is likely directly to the owner. 
●   Make sure you listen to those concerns – Some of them won’t require 
much follow up but those that do,will require strategy to handle it. 
●   Be in constant communication with your other staff members to ensure 
they feel comfortable voicing real concerns and they trust you to handle the 
problem 
●   Keep a file of the issues – it’s easy to forget about them and, while you 
won’t/can’t handle all of them all the time, it is up to you to let people know that 
you either can/can’t handle something. Keeping a list of those items will help you 
prioritize what can be worked on and what isn’t worth the time 
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You need to make sure that you understand as much of the truth as fast as you 
can.This will help with your conversations with the staff member and and assist in the 
management of those that might wish to cry wolf. 
  
First Conversations with Problem Employees 
 
Typically, many business owners dislike having to having initial  conversations with 
troublesome employees. However tough the task may seem; it can help motivate the 
struggling employee to improve their performance. This conversation also helps 
reinforce your culture and gives the employee a chance to redeem themselves. 
  
If you have, however,  exhausted every approach to rectify issues, don’t wait for 
problems to continue to mount: fire the employee. 
  
When discipling staff we recommend: 
  

●   Asking them to speak privately – Never speak to them in front of people 
unless the situation is so large and immediate that you have no choice. 
●   Letting them know exactly why you needed to speak to them 1:1 
immediately – Get the real reason on the table quickly so that they can begin to 
process it. 
●   Ask them if they understand what you are saying – Sometimes staff won’t 
understand what you are trying to tell them. Ask them to tell you point blank 
whether they understand and, in some cases, to have them interpret in their own 
words what you mean. 
●   Asking them for their side of the situation – While you should have facts 
up front, it is very important to listen to their side and understand where they are 
coming from. This will help culture over time. They may be upset that you came 
down on them but if they feel supported and heard it will greatly help. 
●   If something needs to be signed as an acknowledgement of events have it 
ready and have them sign it. 
●   Assuming nothing further needs to happen then make sure that you offer 
them support to help them fix the issue moving forward. 

  
Keeping a Staff File: 
 
We already touched on a few of these points in the topic above. However, you need to 
have a file for every staff member on your payroll. This file needs to contain: 
  

●   Their information that they signed up front 
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○   Employee/Contractor Employment Agreement 
○   Performance Agreement 
○   Any relevant HR pieces (Paychex or similar) 

●   All Employee Scorecards so that you have a good long term 
understanding of how effective they have or haven’t been. 
●   Any reprimands – It’s important that for anything important enough to send 
out a reprimand that you have staff sign it. 
●   Any other relevant notes about their performance 

  
The above will make the process of managing your employees easier in the long run. 
 
Making Sure Your SOP’s Describe the Process of Ascent 
 
You should clearly delineate penalties for repeated offenses. The keys to making this 
work effectively include: 
  

●   Clear Expectations – Employees need to made aware of the expectations 
for their role. 
●   Administrative Actions–You don’t want to allow situations to escalate. Be 
fair and just with punishment to avoid repetition of the same mistakes. 
●   Release of the Emotion after the Fact – If you have a clear set of actions 
about what happens if somebody makes a mistake, when they go into place don’t 
hold a grudge against the staff member. Work with them to improve themselves, 
don’t punish through your attitude toward them. 

  
You can’t predict or plan for every situation or contingency. All you can do is establish a 
process that can be repeated consistently to help your employees learn from workplace 
problems. 
  
You Have No Choice but to Fire, Now What? 
 
If every opportunity to aid the struggling employee has been given, then you must 
recognize that it may be time for to let that employee go. Realize that this decision may 
be in their best interest as well as your own. It just may be that this employee is not a 
good cultural fit for your business and can’t deliver like the rest of your team. 
When it comes time to make that decision, ask: 
  

●   Have you tried to help them improve? –Yes or No? 
●   Have you explained to them, before now, that you have problems with 
what is happening? – If you haven’t it doesn’t mean you are outside of your right 
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to fire, it may just mean that you will have a more difficult situation on your hands 
or even that you didn’t do your job fully to support them. 
●   Have you escalated the issue(s) with them? - Being late for a class once 
isn’t enough to get fired so make sure you are acting in a fair way to your staff. 
●   Are there any issues outside of the firing that you need to think about? - 
Has there been anything historically that they would come after you with. 
●   Do you know what you will do for that role when they are gone? – 
Emotions run high around firing somebody so take the time beforehand to know 
what your game plan is before you remove that person from your organization. 

  
After you have done your due diligence, you know it’s the right decision, and you know 
how you will handle the role after that person is gone, it’s time to execute on the firing. A 
few things we recommend: 
  

●   Stick to the facts –What hasn’t that person been executing on? Why aren’t 
they a good fit? What direction does the business need to go? 
●   Have a witness whenever you can – It will feel awkward and hard but it is 
helpful to have another set of ears hearing the conversation so that it doesn’t get 
distorted in the situation where the staff member is angry about being fired. 
●   Be clear – We have seen owners fire coaches and that coach didn’t 
realize that they had been fired. You need to be 100% you are letting them go. 

  
Support your staff members, help them make improvements in their work efficiency, and 
turnover shouldn’t be an issue. 
 

Day in the life of an OPEX Gym Owner 
  
Responsibilities for a OPEX Gym owner begin with coaching on the floor. Your hours on 
the floor will depend on whether you’re the sole coach/owner or whether you have other 
coaches on your staff. Either way, when you are on the floor, you must represent the 
brand entirely. Ensure to put educating your coaches in the schedule too. 
  
Another responsibility is sales consults. Expect to put time in your schedule to take 
these consultations, talk on the phone with leads  etc. 
  
Programming, is next. This time commitment will be dependent on how many clients 
you have. If you have 30 clients and your spending 15 minutes per week per client, you 
can expect about seven and a half to eight hours of programming per week. Consults 
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happen on top of this. Again, lets tdo the math. If you have 30 clients and conduct 30 
minute consults, expect about three and a half to four hours of consultation per week. 
  
Setting aside time to build your network is important. Given OPEX Gyms is a brand that 
we’re working diligently to build up, you have to build the brand in your community. This 
could be forming  relationships with local vendors, doctors, clothing companies; anyone 
that has the same message as you. 
  
Finally, there’s administrative duties including financials, scheduling and payroll. 
  

  
Day in the life of an OPEX Gym Coach 
 
There are similarities between a day in the life of an OPEX Gym Coach and Owner, 
starting with coaching on the floor. Depending on how many coaches the coach has as 
peers, floor hours will vary. Expect a minimum of three to four hours per day on the 
floor. 
            
When it comes to programming, given a coach may have less experience than an 
owner, we’d factor in 20 minutes per client. With 20 clients that would work out as six 
and a half hours per week. An owner needs to respect this time and remember it takes 
experience to build efficiencies in program design. Consultations may also take a little 
longer to perform. On-going education with coaches should remedy educational deficits 
and are important to identify where the problem areas are. 
            
Finally, coaches are responsible for the upkeep of the facility. Another piece is ensuring 
that the facility is upkept. If you're paying this coach a professional wage, if this is this 
coach's full time job, you have to expect that coach to work in the business full time. So 
outside of just coaching on the floor that we're saying 
  
STRATEGY 

Forecasting with Facts 
  
Metrics, financials, and strategies can all be enhanced with forecasting. The 
most important things to forecast include: 
  

●   Your Cash Position - this is very important because without a cash 
understanding, you may face severe challenges 
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○   Your profit – knowing this allows you to see how much your 
business can/should be worth as well as how much cash you could pull 
from the business if you chose to pull out profit 

■   Your revenue – knowing this leads to your profit and shows 
growth 

●   Your MRR - this shows consistency and safety 
because the bigger your MRR, the better you are 

■   Your COGS - this leads to your profit 
■   Your expenses – track this because it also leads to profit and 
allows you think about your cash position 

●   Your main client metrics 
○   Retention - tells you your client count and it also gets you to profit 
○   New client sales - leads you to MRR and revenue 
○   RAC’s – leads to your expected new client count which gets you to 
MRR and revenue 
○   New leads 

■   emails acquired - leads you to how many people you can 
speak to and an expected RAC numbers 
■   Phone numbers acquired - similar to emails 
■   Walk Ins expected - similar, but stronger than emails/phone 
numbers 

  
To figure them out: 
  

●   Start with your history. 
○   The longer history you have, the stronger you’ll be able to forecast 
○   Make sure to take into account trends; you may want to weight 
more recent statistics more heavily 
○   Make sure to take into account seasonal trends 

●   Take that history, couple it with the trends, and add in expected results of 
your OKR’s + Projects in place 
●   Put a level of confidence to the forecast - just because you think you will 
be somewhere doesn’t mean it’s definitely going to happen. What is the real 
range of expectations? 
●   What would cause your forecast to change 

○   If it misses, would that miss be high or low? 
  
Once you have your forecasts and expected likelihood of success, you can look into the 
future and be clear about your business’s expected results. Putting those expected 
results on a page, allows you to set targets for growth, success, and even your 
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valuation should you want to borrow money, bring on a partner, sell a part of your 
business, or sell it. 
  
. 
BONUS SECTION 

Transitioning from Group to OPEX 
  
Transitioning your gym’s model is challenging. It requires a lot of organized care to go 
from doing group training into doing OPEX. Some of the big challenges you’ll need to 
overcome include: 
  

●   There are some clients who are bad fits for the model - you must be fine 
with letting them go. You must offboard them with care 
●   There are some clients who will rock the boat just because they either fear 
change or it’s just in their nature. Deal with it right away so that it doesn’t spread 
to others 
●   There may be a/some coach(es) who don’t buy into the model change. 
Figure this out before you begin the process and offboard them too 
●   You will almost assuredly lose revenue when you make the switch. 
●   You’ll have to change your style of coaching  and your schedule. 

  
  
To have a smoother transition you’ll need to gain the support of a number of people: 
  

●   Yourself - while we anticipate you’re already bought in, you must be so 
bought in and confident that nothing can rattle you. Your staff/coaches and 
clients will look to you to understand what to think. If you waiver, they waiver. If 
you are rock solid, you’ll get buy in faster and stronger 
●   Your coaches/staff - most likely this will be your coaches because you 
shouldn’t need any staff when you begin. Again, you need to be the rock/leader. 
If you are worried/scared, they will feel worried. You must have a well crafted and 
timed game plan, be consistent in your actions, and confident in your execution 
●   Your clients - you need to approach your clients as if they need to go 
through a buy in process. Not everybody will jump on board day one. Go through 
your transition plan methodically. 
●   The public - You’ll have a new name, brand, website and social presence. 
Approach this sytematically. 

  
Here is a foundational view of the major steps to this transition: 
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●   Set your strategy - this is somewhat similar to setting your OKR’s. You 
must layout the key objectives over a specific time range, then lay in the key 
results that you need to accomplish to achieve the big objectives. Finally, layout 
the projects to accomplish against each key result.   

○   Layout all of the projects that you will need to work through 
including: 
○   Set the full transition date - this will inform when you begin to work 
things publicly 
○   Writing a note to your clients 
○   Writing a public statement that will go out as a blog and then 
distributed through your partnerships and social media 
○   Layout which coaches are great fits for OPEX - the coaches who 
are not will not make the journey with you 
○   Set up your meetings 1:1 with all of your coaches to discuss the 
upcoming change 
○   Set up 1:1’s with every client to discuss the change 
○   Execute all of your 1:1 conversations with your coaches and clients 
○   Layout when people will be able to try the OPEX service while still 
running group. Have set times one to two days a week where people will 
be able to experience fully personalized programming 

■   People who opt in will need to go through the OPEX BMW 
assessment with a full consultation 

○   Layout your founding member rate for your clients to transition into. 
This will inevitably be lower than what you’ll open to the public with.Your 
goal is to get as many of the right clients to transition as you can; over 
deliver and price North over time 
○   As you are getting coach and client buy in, you’ll begin to build out 

■   Public facing material - signage, brochures, intake forms, 
letterhead, biz cards, etc. 
■   new website 
■   new social channels - your goal will be to turn your existing 
channel into OPEX. 
■   Email campaigns/sequences 

○   Set up your new schedule based on the right times for your 
members, as well as the market. It’s unlikely to be more floor hours than 
the number of classes you ran. Be smart with your schedule, and don’t 
overdo floor hours 
○   Ensure you have your founding member contracts ready - we 
recommend giving people a one time option at a three month rate (higher 
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than the ½ year) if they are still a little worried. That means they can do 
one time for three months and then go to a normal contract 
○   Make the changes you need equipment wise. 
○   Launch 
○   Setup your grand opening event 
○   Make sure you have a great pitch laid out with a great offer for the 
4-week trial so that people can come experience OPEX without a huge 
barrier 

■   Call your friends, family, partners 
■   Get your members (the ones who converted) to bring all of 
their friends and offer a great deal on the 4 week trial 
■   Close as many as you can, but for those who don’t close 
make sure to get their email so you can speak to them in the future 

○   Launch full marketing abour your new concept prior to your event 
and then continue to push on it after 
○   Make sure all clients know how helpful referrals are and delight 
them whenever they give you a referral 

  
  

Transitioning from PT to OPEX 
  
Even if you don’t need to transition from group to OPEX, there are similarities between 

group → OPEX and PT  → OPEX. Some of the big similarities are: 
  

●   You must be 100% confident in your own mind first 
●   You must earn buy in from your coaches and staff before any information 
ever goes out 
●   You must earn buy in from your clients collectively and individually 
●   You must effectively rebrand to the public so that they are clear on who 
you are, what problems you solve, and how you solve those problems to make 
their (the collective market’s) lives better 

  
The buy in steps will be the same as above, however it’s important to consider the 
needs of your market given they are use to a PT product. Note: 
  

●   Former PT clients are used to having a monopoly of your (or other PT’s) 
time during their 30/60 min PT sessions, so some clients will need time and 
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conversations to detach from owning your time. They will fear losing unless they 
see how the process works, and why it’s better for them (uniquely them). 
●   Former PT clients are also use to having their PT there in an 
accountability way. They may have a fear that you won’t hold them accountable. 
You should have processes in place when your clients aren’t showing up and/or 
aren’t putting results into TrueCoach. 
●   They may not be able to train at the same time. In most cases, you’ll have 
floor hours when they want to train. If you don’t you’ll want to apologize and lay 
out all of the other open times and their benefits. 
●   They may be worried that they don’t know anybody who they’ll train with. 
Handle this with care, and explain you’ll introduce everybody. 

  
The good thing about going from PT to OPEX 
  

●   A client’s price point per hour drops by a large amount - if somebody was 
paying $100/hr * 3 sessions  per week * 4.3 weeks per month, that is 12.9 avg 
sessions per month at $1,290 per month. Even if somebody is paying $75 per 
hour * 2 sessions per week, that is 8.6 sessions per week at $645 per month 

○   If your service is $350, it’s either approximately 75% less expensive 
or 50% less expensive for a better product. 

●   They have more fun with more people - the power of a small group is 
profound; use it to your advantage 
●   There is more flexibility in the daily training schedule - it’s not a matter of 
them having to meet your schedule 
●   The gym stays open even if you take a vacation or need to go out of town 
- they can continue to train unhindered 
●   The OPEX product is comprehensive. The client has their own program 
for their own needs. They have consults, lifestyle and nourishment support, and 
all of their training 
●   You can still do PT with your clients. We want the base service to always 
be OPEX, but if somebody wants one PT session a week or month, book it. This 
will be an increase in LTV, is not time consuming and should be a nice bit of 
revenue. 

  
The challenges that you, as a gym owner will need to overcome include: 
  

●   You will lose LTV per client all things being equal (i.e the client stays the 
same length of time) - If a client pays you $1000 per month, that’s more than 
they’ll pay you in OPEX styled training 
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○   This means that you will need more clients, but the OPEX model 
allows for this. 

●   You’ll have to program for your clients - many PT’s do not layout long-term 
programming for their clients. 
●   You’ll have to schedule consults 

  
All things being equal, we have found the PT to OPEX transition to be easier if the gym 
owner truly commits to the transition. You have to rip the PT band aid off at some point 
and you will lose client LTV. But there are solid efficiencies, good economics and the 
chance to scale on the other end.   
  

Using the Process Documents 
  
On the membership site, within gym resources, you'll find a laundry list of flowcharts, 
word docs, and Excel docs that you can use to upgrade your business processes. 
Included in there is: the BMW assessment, incident reporting, the referral process, 
ongoing consultations, floor coaching, hiring, firing, pre-sales, a client lifecycle, the sales 
process, gym opening and closing, trial sales process, employee on and off boarding, 
and more.   

Using the OPEX Membership Site and Forums 

Let’s walk through the membership site. Within your dashboard, you can see badges 
referring to courses you've completed and graduated.On the left side you’ll see any 
courses that you’re still taking. Press play, and it will pick up where you left off. Lastly, 
you’ll see the events you've registered for. 

            
Within your profile, you can update your picture, edit your profile, update your payment 
information, see your billing history, and view your test results from the quizzes. 
            
Click on courses and you can see what course you have access to. This is also where 
you would buy a course. 
            
Within the gym's portion, we have Accelerator: this is where you'll go through your 
digital accelerator content and calls with Jim. 
            
You’ll notice a tab or window for weekly coaching calls with James FitzGerald. This is 
where you can access historical calls. 
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Next piece is resources. Within resources you'll find process documents and any things 
that will help run your business more efficiently. 
            
There’s also partner offers. We have an ever growing list of partners that we've 
partnered with, such as InBody, Flex for websites CRM, Fit Body Apparel for apparel to 
get stores up on your website. 
            
License recorded calls on there. So our monthly calls, you'll have access to those both 
in audio and video formats, as well as the audio files of OPEX Gym's mastermind. 
            
AMA (James' Ask Me Anything), can also be found on the membership site. This is the 
place to submit any questions that you want James to answer in a video format. We’ll 
release these videos weekly on the membership site. 
            
There are two forums: one for CCP and one for coaching specific questions. If you have 
a program design, consultation or nourishment question – this is the place to pose it and 
it will be answered by James or an OPEX CCP instructor. 
            
Next there is CCP Cohort Forums. If you’re in an ongoing cohort, this is where you'll 
discuss where you're at and ask questions of your peers and CCP instructors. 
            
Additionally there is a OPEX Gyms Forum, split into a general forum where ongoing 
OPEX Gyms will just ask general questions and an Accelerator specific forum. This is 
the place to ask questions and submit homework. 
            
Within events you can see future events at a OPEX and register for them. 
            
If you’re looking to hire a coach, the job function will help. 

Using Flexx Website/CRM 
  

We have partnered with Flexx to build OPEX Gym's websites and CRM platforms. 
Although Flexx is fully customizable, you'll be given a website that has OPEX Gym 
messaging on it. 
  
Flexx comes stocked with the following pages: a four week trial landing page, what is 
OPEX page, coaches' section, blog functionality, store functionality and a lead form. 
The back end of the site is user friendly and extremely easy to update. The CRM is also 
housed in the back end of your site. 
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The CRM is fully customizable but you'll be given a product that's ready to go with email 
copy. The CRM is also equipped with email automation. Some daily usage of the CRM 
includes inputting leads in customers, utilizing the recipes function as daily to do's, and 
scheduling your monthly consults. 

Using OPEX Email and LP Copy 

  
We will issue you with email templates for: 
  
  

·   new clients 
·   monthly consultations for existing clients 
·   monthly consultations not scheduled for existing clients 
·   referrals for those clients that referred their friend or family member 
·   requests to cancel contracts 
·   anniversaries 
·   birthdays 
·   contract renewals 
·   4 week trial (including: opt in text, opt in email, welcome email, halfway 
point, and final week). 

  

Using OPEX image/asset libraries 
  
Before using OPEX images and assets it’s important to read the OPEX branding 
guidelines, ensure you have your location and your color scheme approved. Your 
location will be approved through the sales process with OPEX, while your color 
scheme will be approved by the OPEX marketing team. If your color scheme is not 
approved, OPEX's marketing will let you know why and make some recommendations 
for color schemes. 
  
Once your color scheme is approved, you will receive your branding package. Your 
branding package will include an image library from OPEX HQ with some stock photos, 
your logo in various formats, your Facebook profile picture and cover photo, plus your 
Instagram profile picture, brochures, business cards, and posters. 
  

Using Your OPEX Gym Mentor 
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A huge part of our brand is 1:1 service. Whether it’s in education or with your clients, for 
the best version of ourselves to emerge, we believe a 1:1 service is the way. Where this 
comes into play with OPEX Gyms is your OPEX Gyms mentor. 
  
After you go through the launch process and begin to grow, your mentor is there to work 
with you throughout the entire process. With this mentor you receive: 
  

●   A 30 minute monthly consultation 
○   On this call, they will ensure to touch on any big issues you have in 
your business and will work with you to build efficiency, quality, a strong 
client base and brand 
○   Important numbers and how to improve them will be discussed 
○   You’ll get an auto reminder about the meeting to ease scheduling 

●   You will have email access to them 
○   Be mindful of their time - think about your questions prior to asking 
them. Your mentor will expect you to have thought through the outcome(s) 
you want as well as some potential solutions. 

  
The mentors will be on a weekly call with OPEX HQ to ensure we are building 
consistency across all gyms. 

  

Conclusion - Live A Larger Life 
 
This course was designed to bridge the gap between the professional coach and the 
professional gym owner. Outstanding gym owners take the frameworks of CCP - acquisition and 
retention + strategy, execution, measurement, and refinement - add in the frameworks of the 
Accelerator - the business model process + 5M’s to decide what they want to build. This course 
is not designed to force you into an OPEX Gym, far from it. Depending on what your meaning is, 
depending on what model you want to run, and depending on what future you want to create 
mixed with the scalability you demand financially, you now have the tools to define and design 
the model you want to build. 
 
The next step of this course is for you to move through the Accelerator Calls where you’ll build 
out your business plan for the specific type of gym you intend to build. Whether you have been 
in business for some time, or whether you are starting a gym for the first time, take this business 
plan process seriously and walk through both the outline as well as the unique sections with 
tremendous focus and care. When you come to the calls, be prepared to discuss and defend 
your position(s) and strategy. Our discussions will help you refine your planning so that when 
you walk out of the Accelerator program you will have a very confident plan to put into place. 
 

262



While you are creating this plan, think about your plan as of today and as of the future. Opening 
a gym of any model will require a financial investment as well as an emotional one. We want 
you to win financially as well as fulfillment wise. When we say that we want people to live larger 
lives through fitness, we mean it. That should hold up for you, and this business plan should 
reflect those desires. Until you have a plan that you believe will allow you to succeed in a way 
that allows you financial success and fulfillment, we encourage you to refine your plan. 
 
See you in the next step! 
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