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READ THIS OR SKIP THE BOOK
I ran nine years on top line only. I didn't really start tracking until about year eight.

When I finally opened the books, labor was running about sixty percent of revenue for

the year, and in my worst months it went past ninety and once past a hundred. That's
not a typo. In January it cost me more to run the floor than the floor collected. Record

revenue in the same twelve months. Bleeding cash. At the same time.

Then it got worse and it got clearer. I was stolen from by somebody I trusted. My

instincts told me nothing for years. A reconciliation told me in three weeks. That's not

a story about a bad person. It's a story about a system that made it possible and
invisible, and I built that system by not building one.

That's the whole argument for this book. Selling is the fun part and that's Book 1. This
is the part that decides whether any of that selling reaches your bank account, and

whether the business survives the person you trust most being wrong about you.

Two gyms. Two point three million trailing, growing north of forty percent. Private one

on one, no contracts. I built it the expensive way so you don't have to.

HOW TO USE THIS
Every section is built the same way. The belief most owners run on. The receipt from

my own books that proves it wrong. The point where the new belief breaks, because

everything breaks somewhere. Then the moves, and something you can copy tonight.

Read Part 1 first even if you think you already track your numbers. Most owners track

revenue and call that tracking. That's the exact mistake that nearly ended this.

One more thing before you start. Everything in here runs at two sites, private one on

one, on Long Island, at several hundred dollars a week, with a client base that skews
toward real medical histories. Where something only works because of that, I say so

in the break point. Read those parts hardest.
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PART 1. KNOW WHAT
YOU KEEP
1.1 THE NUMBER THAT MATTERS IS WHAT YOU KEEP, NOT WHAT YOU MAKE

1.2 LABOR IS THE WHOLE GAME

1.3 THE PERSON YOU TRUST MOST IS THE ONE WHO CAN ROB YOU
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1.1 THE NUMBER THAT MATTERS IS WHAT YOU KEEP,
NOT WHAT YOU MAKE

When I finally looked, the business was setting records and losing money at the same

time, and the only reason I could see both facts at once was that they were sitting on

the same page.

TOP LINE IS A VANITY METRIC THAT CAN
BANKRUPT YOU WHILE IT'S GOING UP.

1. Pick one day a week. Same day, every week, not negotiable.

2. Fill in six lines. Only six. Do it by hand the first month so the numbers go through

your head instead of past it.

3. Compare to last week. Two questions only. What moved, and did I cause it.

4. Any line red two weeks running becomes the only thing you work on until it's

green. Not one of your priorities. The priority.

Top line is the scoreboard. Hit a bigger revenue number and you're winning.B E L I E F

I was scared to open the books, because somewhere underneath I already knew it

was bad. That fear is the signal. You avoid the numbers hardest at the exact moment

they're about to bury you.

R E C E I P T

Owners who get this then overcorrect and start tracking forty metrics. That's the

same avoidance in a nicer outfit. A dashboard you never read isn't tracking, it's

decoration. You don't need forty lines. You need six, and you need to look at them

every seven days.

B R E A K

M O V E S
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ST E AL  T H I S :  THE  W E E K LY OPER ATOR SCO REBOARD

LINE WHAT IT  IS THE RULE

Cash in the bank The actual balance today Trend, not vanity. Down two weeks
straight is an emergency.

Revenue this week Collected, not billed Collected is real. Billed is a hope.

Labor as percent of
revenue

Total labor over revenue Your single most important number.

New members this
week

Signed and paid Future revenue showing up early.

Cancels this week Left or stopped paying If this beats new members, nothing else
on the page matters.

Owner pay taken What actually reached
your pocket

If this is zero, you own a job that pays you
nothing.

Six lines. Seven days. If you look at nothing else in this book, look at these.

And here's the part I'm not going to dress up.

This is the only place in this book where I'm telling you to do something I don't do

consistently. I've got the numbers. They live in four different places and I look at all of

them. What I don't have is one page, once a week, in the same format, that I fill in by

hand.

I'm building it as I write this, and the reason I hadn't is the same reason you haven't

built yours. It feels like admin when you're busy, and it's the thing that tells you you're
in trouble four weeks before you feel it.

Build it before you need it. That's the entire lesson of this chapter and I'm still learning
it.
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1.2 LABOR IS THE WHOLE GAME

R E V E N U E  D O U B L E D .  L A B O R  P E R C E N T  C L I M B E D  N I N E T E E N  P O I N T S .

0

$0.6M

$1.2M

$1.8M

$2.4M

2023

43.5%

2024

53.5%

2025

61.0%

T1 2

61.4%

Labor

Revenue

Four years of actual books. Labor is wages, taxes and benefits over collected revenue.

Look at the direction, not the number. I doubled revenue and my labor percentage

climbed nineteen points doing it, which is the opposite of what scale is supposed to

do.

And the annual number hides the real problem. Month to month my revenue swings

from a hundred thirty nine thousand to two hundred fifty four thousand, and my labor
barely moves, because trainers are on the floor whether or not the month is good. In

August it was ninety six percent. In January it was a hundred thirteen.

Pay good people well and the revenue will cover it.B E L I E F

Here's four years of my actual books.R E C E I P T

THE  GYM OWNER 'S  OPERAT ING PL AYBOOK 5



 

T H E  A N N U A L  N U M B E R  H I D E S  T H E  R E A L  P R O B L E M

$139K
worst month

$254K
best month

REVENUE  SWINGS
by 83 percent

L ABOR BARELY  MOVES

The floor is staffed whether or not the month is good.

96%
August labor as percent of revenue

113%
January labor as percent of revenue

Two months where the floor cost more than the floor collected.

Those are the months that kill people, and an annual average will never show them to

you.

LOOK AT THIS MONTHLY. ANNUAL IS A
COMFORT BLANKET.

Better trainers do cost more. That part's true and I'll defend it to the end, and Part 2 of

this book is me defending it. But a labor percentage nobody watches is how a growing

gym quietly goes broke while the owner tells everybody business is great.

The money to pay great people doesn't appear from nowhere. It comes from your

price. It doesn't come from your margin, because your margin is what feeds your
family.

The other thing this table won't tell you is where your ceiling is. Mine's a high touch

private one on one model where a trainer gets paid for the hour whether or not the

The wrong fix is cutting good people to hit a number. You don't cut your way to a
healthy gym, you price your way there. A high labor percent is a signal to raise price

and raise the standard so the price is deserved. It's almost never a signal to gut the

floor. Cut a great trainer to fix a pricing problem and now you've got a pricing problem

and a product problem.

B R E A K
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hour was sold. If you run group, your economics are completely different and sixty

one percent would be catastrophic instead of uncomfortable. Find your own ceiling.

Don't borrow mine.

1. Calculate it this week. All labor cost, meaning wages, taxes and benefits, divided
by collected revenue. Not billed. Collected.

2. Do it monthly, not annually. Then find your worst month and look at that number,

because that's the one that decides whether you survive a bad quarter.

3. Write down your ceiling and put a date on it.

4. If you're over, the order of operations is fixed. Raise price. Then raise the standard

so the price is deserved. Then, and only then, deal with the people who aren't

delivering.

5. Recheck it weekly. It's the line that hides the bleeding, because it moves slowly

and never announces itself.

ST E AL  T H I S :  THE  L A B OR D R AW CHECK

Ask one question every week. If every person on payroll delivered their best

possible work this week, would the price they generate cover their pay and still

leave the business healthy?

If the honest answer is no, you don't have a staffing problem. You've got a pricing
problem wearing a staffing costume. Go read Book 1 and fix the price.

1.3 THE PERSON YOU TRUST MOST IS THE ONE WHO
CAN ROB YOU

M O V E S

Controls are for big companies. My people are family, and putting checks on them

says I don't trust them.

B E L I E F

I was stolen from by somebody I trusted. My instincts told me nothing for years. A
reconciliation told me in three weeks.

R E C E I P T
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That's not a story about a bad person. It's a story about a system that made it possible

and invisible, and I built that system by not building one.

Then it turned into a cash emergency. I had ten days to raise sixty thousand dollars or

miss payroll, and if you miss payroll once you can kiss your staff goodbye, and losing
your staff loses the gym. I raised it from the clients I already had. That play's in Book 1

because it's a selling motion. What belongs here is why I needed it at all.

And the second one, which nobody says out loud. Controls that only apply to staff
aren't controls, they're surveillance. The owner has to be inside the system too.

1. Separate the person who sells from the person who touches the money. Whoever
closes should never be the one recording what got collected. If your team's too

small for that, the second set of eyes is yours, every week, no exceptions.

2. Reconcile two independent sources every week. What the processor says came

in against what the CRM says was sold. When they don't match, that gap is either

an error or a person, and you want to know which one inside seven days.

3. You hold the bank login. Not shared, not in a team password vault, not delegated

because you were busy. This is the one thing you never hand to anybody.

4. Every discount, comp, free month and account credit gets recorded with a name
attached. Theft in this industry rarely looks like cash out of the drawer. It looks

like generosity with your money.

5. Nobody's exempt from the weekly reconciliation, including you. Make it boring.

Boring is what makes it survive a busy month.

Controls don't stop a determined thief. That's not what they're for. They shorten the

window. The difference between catching it in three weeks and catching it in three

years is the difference between an annoying quarter and losing the business. Install

controls expecting them to make theft impossible and you'll get sloppy the first time
they feel like paperwork.

B R E A K

M O V E S
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ST E AL  T H I S :  THE  TWO S OURCE  CHEC K

This week, collected in the processor: ______

This week, sold in the CRM: ______

Difference: ______

If the difference isn't zero, name the reason before you close the laptop.

Five minutes. Once a week.

F O U R  S E T S  O F  E Y E S ,  A N D  N O N E  O F  T H E M  A R E  T H E  S A M E  P E R S O N

1
THE REP

Logs the sale the day it
happens

2
MARKETING
DIRECTOR
Confirms it posted to
the processor

3
THE COO

Reconciles again inside
six hours

4
THE BOOKKEEPER

Audits in and out,
monthly

One person can deposit a check. That is the whole extent of anybody’s access to money.

ST E AL  T H I S :  THE  C H A IN  I  ACTUALLY RUN N OW

The rep logs every sale the day it happens. My marketing director independently
confirms the sale actually posted to the processor before it counts. My COO

reconciles it again when she runs payroll, because commission depends on it and

that makes her motivated. My bookkeeper audits everything in and out monthly. I

hold the bank login and nobody else has it. One person can deposit a check, and
that's the extent of anybody else's access to money.

Four sets of eyes, and not one of them got added because I'm organized. Every single

one got added after.

The point isn't that you need four people. The point is that the person who sells never

confirms their own sale, and the person who runs payroll never audits themselves. If
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you're too small for that, the second set of eyes is yours, every week, without

exception.
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PART 2. BUILD THE
PEOPLE
2.1 HIRE ABOVE YOUR FLOOR, AND STOP SELLING THE JOB

2.2 THE FIRST THIRTY DAYS DECIDE IT, NOT THE INTERVIEW

2.3 PAY FOR PERFORMANCE, NOT FOR TENURE

2.4 FIRE IN FOUR MINUTES
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2.1 HIRE ABOVE YOUR FLOOR, AND STOP SELLING THE
JOB

H I R E  A B O V E  YO U R  F L O O R

A P P LY
Resume in. Most stop here.

V I R T UA L  I N T E RV I E W
Will, not skill. Do they want it.

I N  GY M  E X A M
30 written questions, then the three big lifts on the floor.

T H I R T Y  DAY  T R I A L
The real interview. It runs on the floor.

Three rounds before anybody touches a client. The fourth round is the job.

Every bad hire also cost me something that doesn't show up on a P and L, which is the

standard of everybody standing next to them.

But flipping it costs something and you should know it going in. You'll lose candidates.

Good ones sometimes. That's the price of a floor, and it's cheaper than the alternative

every single time.

Hiring is convincing good people to come work for you.B E L I E F

My most expensive mistakes were never rent and never marketing. They were people.
I overhired for roles I didn't need and I kept the wrong people way too long, and it cost

me real money on both ends.

R E C E I P T

When you sell a candidate on the job, you get people who need to be sold. People who

need to be sold quit the first time it gets hard, because nothing about the job was

ever their idea. Flip the direction. Make them sell you.

B R E A K

M O V E S
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1. One rule above all the others. Never hire somebody worse than your current
worst employee. Follow that every time and your floor only ever goes up. Break it

once and the whole standard resets to the new low, because everybody calibrates
to what you tolerate.

2. Don't interview anybody who shows up late. If they can't bring their best behavior
to the one meeting that decides whether they get the job, you already know what

the Tuesday after month three looks like.

3. Open by telling them this is the hardest job they'll ever work. Then ask how that
makes them feel, and stop talking. The statement isn't the screen. The question

after it is. Some people lean in. Some start negotiating. You learn more in that

four seconds than in the rest of the interview.

4. Test the skill, don't take their word for it. See the funnel below.

5. Hire for the standard, not the resume. The question underneath every question is
whether this person takes accountability for themselves, because nobody holds a

client accountable at a level higher than they hold themselves.

THE FUNNEL,  EXACTLY AS I  RUN IT

T HE  THR E E  ST E PS

1. They apply.

2. Round one, virtual. Questions built around one thing: will. Not credentials. Do

they want it.

3. Round two, in the gym. A thirty question written exam, then a practical on the
three big lifts.

Here's why round two exists, and it's the thing that makes me craziest about this

industry.

I can't tell you how many trainers have walked in my door and told me they've never

been interviewed. Not once. They walked into a job, handed over their credentials,
and got hired. Nobody tested them. Nobody watched them move. Nobody watched

them coach a single rep.
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That's how desperate most gyms are, and it's why the average client gets a trainer

who trains them the way that trainer likes to be trained instead of the way the client

actually needs. The client pays for that. Then they quit the industry entirely and tell
everybody the gym didn't work.

A written exam and a practical costs you an hour. Skipping it costs you a client's belief

that any of this works.

ST E AL  T H I S :  THE  H IR IN G  S CORECARD

Score one to five on each line. Anybody who doesn't clear your current worst

employee's score doesn't get hired. No exceptions, no "but we're short staffed."

WHAT YOU'RE SCORING 1 5

On time and prepared Late, or winging it Early, researched us

Wants it You had to convince them They convinced you

Accountability for themselves Blames circumstances Owns their own gaps

Raises the floor Weaker than your worst Stronger than your best

Coachable Defensive about feedback Leans into the hard note

The magic is the fourth row, and it only works if you're honest about who your weakest
person actually is. Write that person's name at the top of the page before the

candidate walks in. If the person in front of you isn't clearly stronger, hiring them

lowers the whole gym.

2.2 THE FIRST THIRTY DAYS DECIDE IT, NOT THE
INTERVIEW
You hire somebody, you train them on your way of doing things, and then they're staff.B E L I E F
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T H E  F I R S T  T H I R T Y  DAYS  D E C I D E  I T,  N O T  T H E  I N T E R V I E W

DAY 1

Paperwork, keys, and the
standard said out loud

DAYS 2  TO 7

Shadow every shift. Watch,
do not run

WEEKS 2  TO 4

Own sessions with a lead
watching

DAY 30

Written review. Stay or go,
in writing

T H E  R E A L  I N T E R V I E W

That isn't me being cheap. It's that the interview is an opinion and thirty days on my

floor is evidence. It costs me a lot less to find out in three weeks than to find out in

three months, and it means my one hiring rule, never hire below your floor, is a
decision I get to make twice. Once on a feeling, and once on proof.

Here's what those thirty days actually look like.

DAY ONE  TO  DAY  TH IR TY

Paperwork first. Everything the state of New York mandates, done before they
touch a client.

Then shadowing. They shadow at least three different trainers, and that includes

shift leads.

Systems from the shift leads. Our shift leads are trained on our platforms, and

they're the ones who pass that down.

Operations from Amanda. My COO teaches them how the business actually runs,

not just how to coach.

Day thirty, a written review. The shift leads write it, not me. They say whether

they want this person to stay.

If yes, they move to the real number. Fifty thousand a year, full time.

Read that again and notice who makes the call.

Everybody starts at minimum wage. For us right now that's seventeen an hour.

Nobody walks in on the real number.

R E C E I P T
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The people who worked next to them for thirty days write the review. Not the owner

who interviewed them for an hour and liked them. That's on purpose, and it's the

single best decision in my hiring process, because I'm the worst judge in the building.
I'm the one who liked them enough to hire them. I'm biased and I know it.

The shift leads have to work beside this person every day. They've got every incentive

to tell the truth.

It also breaks if you don't put a hard date on it. Thirty days means thirty days. Let it

drift to sixty and you've just told a new hire that your standards are negotiable, on
their very first month.

1. Everybody starts on the trial rate. Everybody. No exceptions for somebody's
friend.

2. Put the review date on the calendar the day they're hired.

3. The people who worked next to them write the review, and they write it down.

Verbal turns into "he seems fine."

4. Convert or end it on the date. Don't drift.

5. Tell them the real number on day one so the trial is a bridge, not a mystery.

2.3 PAY FOR PERFORMANCE, NOT FOR TENURE

Not because it's nice. Because a great trainer with no reason to leave doesn't leave,

and replacing one costs more than paying one.

This breaks if the trial rate is a way to get cheap labor. If you're running people

through thirty days at minimum wage with no intention of converting most of them,

you're not screening, you're exploiting, and it'll get around your market fast. The trial

only works if the real number on the other side is real and everybody knows what it is.

B R E A K

M O V E S

Loyalty should be rewarded. Time served earns the raise.B E L I E F

Client facing roles here are W2, not contractors, in an industry that runs almost

entirely on ten ninety nines. There's an employer contribution toward health, group

access to dental, a 401k with a one percent company match, and staff train here at
thirty five percent off, which is compensation and I count it as such.

R E C E I P T
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And the ladder's public. Everybody knows everybody comes in at fifty thousand a year

for full time. Nobody's guessing what anybody else makes at the entry point, because

there's nothing to guess.

On top of the base there are three ways to move:

The rewards program. Where you land in it at the end of the year determines the

raise you get. Not how long you've been here. Where you landed.

Quarterly bonuses, paid against quarterly KPIs.

Commissions, on referrals, supplement sales, and the rest.

My newest trainers can and do pass people who've been here for years, because the

ladder pays production and the ladder is public. My COO started as a part time trainer.

That gap isn't a problem to smooth over, it's the clearest picture I have of who my best
people are, and it updates itself without me running a review cycle.

The second break point is the table in 1.2. Everything above is why my labor

percentage climbed nineteen points. I'd make the same trade again, and you should
still look at that number every month, because a compensation philosophy you can't

fund is just a nice thing you used to say.

1. Publish the ladder. Levels, what each one requires, what each one pays. Pay

nobody can explain feels arbitrary, and arbitrary pay is why good people start

taking calls from other gyms.

2. Fund it from your price, not your margin. If you can't afford to pay well, you're

underpricing. That's Book 1 again, and it's the same answer to almost every

operations problem.

3. Make the benefits real. W2, a contribution toward health, dental access, a match.

Almost nobody in this industry does it, which is exactly why it works.

4. Never let tenure alone move base pay. Time in the building isn't a contribution. I

do pay for tenure in small ways, a work anniversary is worth something on the

points ladder, and that's a thank you, not a raise.

Pay for performance goes wrong the second the metric is only revenue. Pay purely on
sales and you'll build a floor full of people who sell hard and coach poorly, and they'll

quietly torch retention while their commission looks incredible. Whatever you

reward, price the client experience into it, or you're paying people to sell your gym out

from under you.

B R E A K

M O V E S
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ST E AL  T H I S :  THE  R E PL ACEMEN T MATH

Before you argue that a great person costs too much, price the alternative

honestly.

What I pay this person per year: ______

Cost to replace them, recruiting time, interviews, onboarding weeks at partial
output, plus the clients who wobble during the handoff: ______

Now the real question. Is this person expensive, or is the door expensive?

Nine times out of ten, the door is expensive.

2.4 FIRE IN FOUR MINUTES

When I finally learned to do it clean, firing takes me four minutes or less. No speech,

no build up, no long walk to the point.

The other side of it. Four minutes only works if the decision was already earned.

Firing fast isn't firing without cause. Everything before this section, the standard, the

scorecard, the thirty day review, the clarity on what somebody's paid for, is what
makes four minutes fair instead of reckless.

Firing somebody should be soft, slow, and heavily cushioned. That's what being a
decent person looks like.

B E L I E F

Being slow to fire is the most expensive weakness I'll admit to. I once carried a
director about two months longer than the work justified, purely because I liked

them. The people you like are always the ones you let cost you the most, because

liking somebody feels like a reason and it isn't one.

R E C E I P T

Fast doesn't mean cruel, and this is where people get it wrong in both directions. The

cruelty is never the four minutes. The cruelty is the six weeks before it, where they
can feel it coming, where you avoid eye contact and shorten conversations and let

them keep making plans. A clean, quick, honest ending is the most respectful version

of a thing that's going to hurt no matter how you do it.

B R E A K
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1. Decide fully before you walk in. The meeting exists to inform, not to debate. If

you're still deciding in the room, you're going to negotiate yourself into another

two months.

2. Sit down. Four minutes or less.

3. Say the line. Don't soften it into something they have to interpret. Ambiguity isn't

mercy.

4. Handle logistics in writing, not in the room. Final pay, keys, access, systems.

Same day, in an email.

5. Don't justify, don't relitigate, don't offer false hope. The word "unfortunately" is
doing all the softening this needs.

ST E AL  T H I S :  THE  F OUR MIN U TE  SCRIPT.  SAY  IT  C LOSE  TO  WORD F OR
WO RD.

I need to keep this short and respectful. Unfortunately, starting today, you no

longer work here and we have to let you go. This decision is final. You'll get

everything about your final pay and next steps in writing today. I appreciate the

work you put in and I wish you the best.

Then stop talking. The silence after that is uncomfortable and you have to let it sit.
Every word you add after "I wish you the best" is a word you're saying to make yourself

feel better, and it costs them their exit with dignity.

Have the access checklist done before the meeting, not after. Keys, alarm code, gym

management system, payment processor, social accounts, shared drives, the phone

number clients text. If a former employee still has a login on Friday, you didn't finish

firing them on Tuesday.

M O V E S
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PART 3. PROTECT THE
STANDARD
3.1 PROTECT THE STAFF OVER THE CLIENTS

3.2 OWN THE RELATIONSHIP AT THE BUSINESS LEVEL

3.3 NO CONTRACTS

3.4 THE THREE SECOND WALK IN TEST

THE  GYM OWNER 'S  OPERAT ING PL AYBOOK 20



 

3.1 PROTECT THE STAFF OVER THE CLIENTS

I've fired clients over how they treated my staff and I've never once regretted it.

One of them put a towel against a trainer's backside. I called him, told him exactly

what I'd been told happened, and said because of that, you're not welcome here

anymore.

He said it was a one time thing.

I said I don't care. You don't do things like that. I have to stand by my staff. And that

was it.

ONE TIME IS A FREQUENCY. IT ISN'T A
DEFENSE.

Here's what that trade actually is. A bad client who abuses a great trainer costs you
the membership if you fire them, and costs you the trainer if you don't. One of those is

replaceable inside a month.

And the trainer wasn't the only one watching. Everybody on that floor found out what I

did, and what they learned is that the standard is real when it costs me money. You

can say you back your people in a meeting for free. You prove it exactly once, and it

has to cost you something, or it was never a policy.

1. Say it out loud to your team before you ever have to prove it. Most of them have

never worked somewhere that did.

The client is always right, and the client always comes first.B E L I E F

The most common mistake I see in this industry is owners valuing clients more than

the people who deliver the actual product. It should be the other way around.

R E C E I P T

Protecting staff over clients doesn't mean tolerating weak staff, and if you use this as

cover for defending somebody who isn't holding the standard, you've inverted the
whole thing. The protection is earned. Somebody earns it by holding the line in Part 2.

Then you defend them, publicly, including against a paying client.

B R E A K

M O V E S
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2. When a client mistreats a staff member, get the staff member's account first, not

the client's. Order matters, and everybody watches who you call first.

3. Fire the client when it's warranted. Do it the same way you fire staff. Short,

respectful, final.

4. Never negotiate the standard down for a big account. The bigger the client, the

more the rest of the floor is watching what you allow.

3.2 OWN THE RELATIONSHIP AT THE BUSINESS LEVEL

And this isn't hypothetical for me. My best trainer left. The most clients anybody's

taken with them in the last year is four.

That's the number, and it's the number because of the org chart, not because of a

policy I wrote. The person who onboards every client doesn't train any of them, so
there's never a client in this building whose only relationship is with one person.

1. Solve it with the org chart, not a rotation policy. Give the onboarding to somebody
who carries no clients of their own. Every client then has a second real

relationship from day one and nobody has to remember to schedule it.

2. Track coverage. You should be able to open your scheduling system and see, for
any client, who else has worked with them and how recently. If your system can't

answer that in under a minute, you don't have a moat, you've got a hope.

Great trainers build great relationships with their clients, and that's the product.B E L I E F

It is the product, and it's also the exposure. I built this business so no single trainer

can walk out the door with everybody's phone number, because that's exactly how a

premium gym gets gutted overnight and most owners never see it coming until the

group chat has already moved.

R E C E I P T

Rotate too aggressively and you break the thing that makes one on one worth the
price. A client who sees a different face every session is in a group model with extra

steps. The answer isn't maximum rotation. It's a primary coach plus real, regular

exposure to one or two others, so a departure is a disruption instead of an extinction

event.

B R E A K

M O V E S
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3. Own the communication channel. Client texts and messages should run through

the business, not a trainer's personal phone. I'll be honest that mine isn't fully

closed. We route everything we can through our apps and some of it still leaks to
personal phones, and it's genuinely hard to police. It's the single biggest hole in

most gyms including this one. I'm telling you it's free to close and I'm telling you I

haven't finished closing it, and both of those are true.

4. Pair the moat with the pay. A moat plus low pay is a cage. A moat plus a real ladder

and real benefits is a business nobody wants to leave anyway.

ST E AL  T H I S :  THE  MOAT TEST

If my best trainer quit tomorrow and actively tried to take clients with them, how

many could they actually take?

Answer it honestly, with a number. Mine's four, and I know it because it happened, not
because I modeled it. If your number's large, you don't own your business. Your best

employee does, and they can call it in any week they choose.

3.3 NO CONTRACTS
Contracts protect your revenue.B E L I E F

I have no long term contracts. Every gym locks people in and it always felt slimy to
me. It's the business's job to serve the client, not the client's job to serve the

business.

R E C E I P T
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A CONTRACT IS A BUSINESS
ADMITTING IN WRITING
THAT IT CAN'T KEEP YOU ON
MERIT.
A N T H O N Y  A M E N .
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With no contract, anybody can walk on any day. That's terrifying, and it's the only thing

that's ever forced me to level up the product every single week. People don't walk

away from relationships they value, and a big box floor is structurally incapable of
building that relationship. That's why one on one holds retention a group model can't

touch.

Also true. Cash flow gets less predictable. You're trading certainty for a forcing

function. I'd make that trade every time, but make it with your eyes open and with

cash in the bank, not in your worst month.

1. Kill the long term contract. No twelve month lock in, no cancellation fee, no fine

print on the membership. Anybody on an ongoing membership can stop with one

conversation.

And be precise about what that does and doesn't mean, because I wasn't precise

enough the first time I wrote this. My entry offer is twelve weeks paid up front,
and twelve weeks paid up front is a commitment. There's a two hundred dollar

deposit to hold an onboarding slot and it isn't refundable. What backs all of it is a

twenty eight day, no questions asked, money back guarantee, so a new client's

real exposure is twenty eight days, not twelve weeks.

That's the honest version. "No contracts" as a slogan with a prepaid twelve week

entry offer underneath it is the kind of thing a prospect finds out later and never
trusts you about again.

2. Replace the contract with the relationship. Names, lives, milestones, actual

coaching. That's the retention engine and it can't be automated.

3. Track why people stay the way you track money. If you can't say out loud why a

specific client stays, you're one bad month from finding out you were wrong.

4. Exit clean. The person who leaves well and gets treated well is the person who

comes back, and who sends people while they're gone.

No contracts only works if the product is genuinely better week over week. Take the

cage away from a mediocre gym and it doesn't become a great gym, it becomes an

empty one. The contract was load bearing there. If you're going to remove it, remove

it and commit to the standard at the same time, or you're just accelerating the thing
you were afraid of.

B R E A K

M O V E S
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3.4 THE THREE SECOND WALK IN TEST

Your space is exactly the standard you hold it to. Not one inch higher.

1. Walk in through the front door, the way a stranger does, at least once a day. Not

the back door, not the office entrance. The door your money comes through.

2. Fix what you can fix in that moment. Don't write it on a list. The list is where

standards go to die.

3. What you can't fix in the moment goes to one named person with one date. Not

"the team," and not "soon."

Small stuff can wait. What matters is the training.B E L I E F

You've got about three seconds to make somebody decide what you're worth. I walk

into my own gym and fix anything I can see that isn't premium, down to a dust spot on
a mirror. One visible flaw devalues the entire price, because a prospect can't evaluate

your programming in three seconds but they can absolutely evaluate a smudge.

R E C E I P T

This becomes a problem the moment you make it somebody else's job to notice. The

value isn't the cleaning, it's the owner walking the floor with fresh eyes. Delegate the

fixing. Never delegate the seeing.

B R E A K

M O V E S
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PART 4. THE
OPERATOR'S WEEK
WHAT'S NOT IN THIS BOOK, AND WHY

THE ONE LINE UNDER ALL OF IT
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Everything in this book collapses into a rhythm. Not a system with fourteen tabs. A

rhythm you can hold on your worst week, because the weeks you actually need it are

the bad ones.

WHEN WHAT COMES FROM

Every day Walk in the front door. Fix what you see. 3.4

One set morning Six line scoreboard. What moved, did I cause it. 1.1

Same morning Two source check on the money. 1.3

Same morning Pick the one red line. It owns your week. 1.1

Monthly Labor percent for the month just closed, not year to date. 1.2

Ongoing Hiring pipeline stays open even when fully staffed. 2.1

Day 30 of any new hire The written review. On the date, not when you get to it. 2.2

Ongoing Anybody below the floor gets clarity or gets four minutes. 2.4

Monthly Moat test. Say the number out loud. 3.2

One morning a week and one walk a day. That's the operating system. If you can't

protect that much time, you're not running the business, the business is running you,
and no amount of new tactics fixes a calendar problem.

WHAT'S NOT IN THIS BOOK, AND WHY
I'd rather hand you a shorter book that's true than a longer one that's padded. Here's
what I left out on purpose.

Marketing and lead generation. That's Book 3. Everything here assumes people are

already walking in. If they're not, operations isn't your problem yet.

Selling, pricing and the close. Book 1. When a section here says the fix is your price,

that's where the fix lives.

A full org chart with role by role cost percentages. I've got one. Publishing

percentages that are true for a two site private one on one model in my market, and
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presenting them as though they're true for your model in yours, would be confident

nonsense. I've paid a lot of money to sit through the confident nonsense version. I'm

not going to sell it back to you.

My hiring funnel numbers. You've got my process in 2.1. What I'm not giving you is
applications to interviews to hires, because a ratio without my market and my pay

attached to it is a number you'll aim at for no reason.

Churn numbers and the save conversation. I've got a save script. I want to publish it

with the retention numbers behind it, because a script without a conversion rate is

just a nice paragraph.

The software stack. Naming tools ages badly and turns into affiliate flavored advice.

What matters is that you can pull two independent sources of truth weekly and see

who's trained with whom. Any system that does those two things is the right system.

The full money control stack. Section 1.3 gives you the five moves and the chain I run

now, and those are enough to shorten your window from years to weeks. The
complete build is a longer piece of work.

If you want the versions of these with the real numbers attached, stay on the list.

That's where they go first.

THE ONE LINE UNDER ALL OF IT
Accountability is leverage. Not a slogan. The operating system.

You can't blame the market, the economy, the landlord or the client, because the only
thing you can actually change is your own behavior. The books, the price, the hire, the

ending, the standard on the floor.

All of it is yours. The market didn't do this to you and it isn't coming to fix it either.

Know what you keep. Build people stronger than your floor, then protect them. Keep

clients with a relationship instead of a cage. And look at six lines every seven days,

especially in the weeks you don't want to.

Now go walk in your own front door and fix the first thing you see.

Anthony Amen.
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