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READ THIS OR SKIP THE BOOK
The fitness industry doesn't want you to work out.

That isn't a hot take. The big box model is get you in the door, sign you up, make it hell
to cancel, and charge so little you never bother canceling. If every member actually
showed up, the model breaks. That's not a side effect of the business. That is the
business.

And it's worse than competition, because that's what your prospect thinks a gym IS.
By the time somebody sits down in front of you they've already been burned. A
contract they couldn't get out of. A trainer who trained them the way he likes to train
instead of the way they needed. Somebody who cared about aesthetics when all they
wanted was to move without pain.

So they walk in skeptical and it isn't their fault. You're not just selling. You're undoing

somebody else's mess first.

Here's the part nobody wants to hear. Most gym owners think they've got a lead
problem. Almost none of them do.

You've got a price problem, a follow up problem, and a decision problem, and all three
of them live inside about forty minutes of conversation you're probably running badly.
Fix those forty minutes and the same leads you already get pay you two or three times
more. Buy more leads without fixing them and you're just paying to fail faster.

I know because I did it backwards for nine years. I priced so low during COVID I
couldn't pay my mortgage or buy groceries for my family. I called that generous. It
wasn't generous. It was cowardice with a nice story on top, and it cost me everything
except the building.

So here's the whole book in five lines.

The discount is the selfish move. Get the commitment before you show the price. The
follow up is worth more than the pitch. The sale isn't done at yes, it's done at week
eleven. And you can't hit a goal, you can only do the reps that make it happen.

Everything after this is the mechanism.
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HOW TO USE THIS
Every section is built the same way, every time.

The belief is what the industry runs on. The receipt is what happened when I tested it
with my own money. The break point is where it stops being true, because anything
that's true everywhere isn't a real idea. The moves are what you do this week, plus
something you can copy tonight.

If a section didn't have a number and a thing to do, I cut it. There are pages missing
from this book on purpose and I tell you which ones and why, because padding is what
made the last version thin.

WHO I ACTUALLY SELL TO, AND WHY THAT MATTERS
BEFORE YOU READ ANOTHER PAGE
Here's what I'm not going to pretend. These numbers work because of who walks in
my door and what we're certified to do with them.

My clients skew toward real medical histories. Cardiac recovery, cancer survivorship,
chronic pain, joint replacements, balance disorders. Those aren't edge cases at my

gym, they're the target. My trainers go through a New York State approved
apprenticeship, two thousand hours on the floor and two hundred forty four in a
classroom, curriculum approved by the state education department. I've got a nurse
practitioner as a clinical advisor and a registered dietitian on the team.

That's why several hundred dollars a week clears. If you take the close in this book and
run it at ninety nine a week with a floor full of general population clients, some of it
works and the price section doesn't, and you'll decide I was lying. I'm not lying. I'm
running a different business.

Read the break points. That's where I tell you what doesn't transfer.

Two sites. Long Island. Private one on one, no contracts. Hold that in your head the
whole way through.
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PART 1. PRICE
1.1 THE DISCOUNT IS THE SELFISH MOVE

1.2 BUILD THE LADDER BEFORE YOU NEED IT
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1.1 THE DISCOUNT IS THE SELFISH MOVE

And it got worse in a way I didn't see coming. Low prices meant low pay. Low pay
meant I could only afford weak trainers. Weak trainers meant a weak product. And a
weak product meant I deserved the low price. The discount built the exact gym that
justified it.

The turn was ugly and fast. I raised in January and raised again in April. New clients
went up three to four times. Legacy went up once, then once a year, forever. I raised
my prices and I helped more people, because the money bought better trainers and a
better product.

The discount was never a gift to the client. It was a tax on my family and a ceiling on
my quality.

Here's what it costs to run it my way, and I'll give you the number because the number
is the argument. About three quarters of my book sits on some legacy rate below
today's published price. That's a real gap and it grows every quarter I raise.

I take that trade because I've tried the other one. In April 2026 I raised the bottom
forty percent by seven percent with nothing behind it, and it netted me forty
thousand a year less than doing nothing, because the cancels outran the increase.

Raise the new number often. Raise the old number once a year. Don't confuse the
two.

Second break point, and this one's uncomfortable. If your product is genuinely bad,
raising the price doesn't make it good. It makes you a bad product at a high price and
you'll churn out inside ninety days. Price first only works if you spend the money on

A low price is generous. Loyal clients deserve a discount. You raise prices once
you've earned the right.

B E L I E F

I priced so low during COVID I couldn't pay my mortgage or buy food for my family. I

was subsidizing strangers with my own kids' groceries and calling it kindness.
R E C E I P T

This breaks if you raise legacy clients hard and all at once. That reads as betrayal, it
triggers cancels, and the owner who tries it once gets scared and never raises again.
The fix isn't to freeze legacy people at their old rate either, which is what most
owners do and it's exactly why they're trapped. The fix is a small increase every year,
forever, on a set date, so nobody ever gets a shock and the number always climbs.

B R E A K
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the product. Raise the price and pocket all of it and you haven't run this play, you've
just gotten expensive.

1. New clients pay today's number. Full stop. Every new signup resets to the real
price. Not last year's price. Not the price you're comfortable saying out loud.

2. Raise the new client number four times a year. Not once. Four. Small enough

that no single move is an event, often enough that the number's never stale.
Legacy moves once, first week of January, every year, forever. That gap is the
whole system, and it's why my new client price is three to four times what it was
and almost nobody quit over it.

3. Show your prices. The stronger the brand, the more openly it posts price. Hiding
it is a weak brand tell and every prospect reads it as expensive without the
confidence.

4. Three options in the room. Not sixteen. Fewer choices read as premium. Sixteen
options is insecurity wearing a menu.

5. Never negotiate. The price is the price. The second one client finds out another
paid less, you've lost both of them.

I ran a fifteen percent first responder rate for years. Police, fire, military. It felt
like the right thing to do and I never advertised it, which should've told me
something. I killed it in July 2026, because the moment you've got one category
you can justify, you've got five, and every one of them turns into a conversation
about whether the number is real.

My staff train at a discount. That's compensation, and it lives in the pay section of
the other book, not here. No client pays a number I moved because they asked me
to move it.

6. Spend the increase on the floor. Better trainers, better equipment, better
everything, and say it out loud when you raise. The raise has to be visible or it's
just a raise.

M O V E S
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ST E AL  T H I S :  THE  ONCE  A  YE A R LEGACY LETTER.

Hi [name], quick heads up. Once a year I make a small adjustment to keep the
gym at the standard you signed up for. Better trainers, better equipment, better
everything. Starting [date] your rate moves from [old] to [new]. It's the smallest
increase I give anybody, because you've been here the longest and that matters to
me. Nothing changes on your end. Same schedule, same team. See you [day].

Small, expected, annual, framed as the standard being protected. Send it by name,
never as a mass blast. Send it at least thirty days before it hits. And don't apologize
inside it, because an apology tells them the number's negotiable.

1.2 BUILD THE LADDER BEFORE YOU NEED IT

CORE

Build the habit
The honest fallback

SIGNATURE

The result they came for
Most people land here

ELITE

Speed and access
By invitation only

T H R E E  I N  T H E  R O O M .  N E V E R  S I X T E E N .

Anchor with the top, then step down. The middle has to be the obvious choice on its face.

More options means more people can say yes.B E L I E F

I present three. Core, Signature, Elite. That's what a prospect sees and picks from
and it's the whole menu at the moment of decision.

R E C E I P T
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I sell other things. Session packs, stretch, infrared, nutrition. None of them are on the
table during a consult, because the second you offer more than three the prospect
stops choosing a program and starts comparing prices, and a person comparing
prices is a person who's stopped buying.

Two sites, about two point three million trailing, growing north of forty percent. That's
not built on a menu. It's built on three clear options where the expensive one makes
the middle one look reasonable.

One exception to my own rule about showing price. Core and Signature are on my
website with the weekly number on them. Elite is by invitation and I don't publish it.
That's deliberate, it's one exception, and I'd be suspicious of anybody with five.

1. Three in the room. An entry option, the one you actually want them in, and a
premium one above it.

2. Make the middle one the obvious choice. It should be the best value on its face,
not because you argued for it.

3. Anchor with the top, then step down.

4. Every option has to be real. A fake top tier nobody's ever bought gets sniffed out
fast.

5. Recommend the fit, out loud. Your job as a salesperson is to pick the option
that's actually best suited to them. Say so. Trust now beats a bigger check and a
fast cancel.

Steal this: the three option frame. Mine, filled in, so you can see the shape.

The ladder fails when you build it to maximize the first check instead of the fit. Sell
somebody the top option they can't sustain and you get a bigger first payment and a
cancel in month two, which is worse in every way that matters, because you also lose
the referral and the review.

B R E A K

M O V E S
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WHAT IT 'S  FOR WHAT'S  IN  IT WHO IT 'S  FOR

Core Build the habit,
prove it works

2 sessions a week, the full standard,
reassessment twice a year

Someone starting, or the
honest fallback when
Signature is out of reach

Signature The result they
told you they
wanted

3 sessions a week, monthly nutrition
consult with the RD, reassessment
every 12 weeks, weekly sauna

Most people. This is the
one you steer to.

Elite Speed and
access

Up to daily sessions, everything above By invitation. Priced
privately.

Fill this in for your own gym before you take another consult. If you can't fill it in, you
don't have a price problem, you've got a product problem, and no close fixes that.
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PART 2. THE CONSULT
2.1 SPEED TO LEAD IS THE CHEAPEST ADVANTAGE YOU'LL EVER BUY

2.2 THE ROOM DOES HALF THE CLOSING

2.3 THE CLOSE, EIGHT STEPS

2.4 THE OBJECTIONS AND WHAT YOU ACTUALLY SAY

2.5 THE GUARANTEE
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2.1 SPEED TO LEAD IS THE CHEAPEST ADVANTAGE
YOU'LL EVER BUY

Every owner I know who fixed one thing in their intake fixed this one, and it didn't cost
them a dollar in ad spend.

1. Five minutes during business hours. Real human contact inside five, logged in
the scheduling system inside ten. That's the standard and it's written down.

2. After hours, set the appointment for the call. A form comes in at nine at night,

they get an auto text right away saying we're closed and we'll call between 8:45
and 9:45 tomorrow morning. Then we call in that window. That text does two jobs.
It answers them instantly so they don't feel ignored, and it tells them exactly when
the phone's going to ring so they pick up.

3. Call first, then text, then message. The call gets the appointment. The text is the
safety net.

4. The first message asks for a time, not for interest. Never ask if they're still
interested. You're handing them a free exit.

5. One person owns it. If speed to lead is everybody's job it's nobody's job, and it'll be

slow inside two weeks.

6. Track show rate and close rate. Leads contacted over leads received is a nice
number and honestly I don't track it, because with a five minute standard and one

accountable person it's close enough to a hundred percent that measuring it
wouldn't change a decision. What I track is how many booked people show up, and
how many of those buy. If you don't have one accountable person, track contact
rate. If you do, track the other two.

A good lead will wait. If they're serious they'll call back.B E L I E F

They won't. Somebody who fills in a form at nine at night is at peak motivation at nine
at night, and at a totally normal, uninterested level of motivation by lunch tomorrow.
You're not selling to a person, you're selling to a mood, and the mood decays fast.

R E C E I P T

Speed with nothing behind it is spam. Hitting somebody in ninety seconds with a
generic thanks for your interest text is fast and useless. What has to be fast is the
first human, specific thing. The goal isn't to touch the lead. It's to get a time on a
calendar.

B R E A K

M O V E S
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ST E AL  T H I S :  THE  F IR ST  TOUCH TEXT.

Hey [name], Anthony from [gym]. Saw you reached out about [the exact thing
they asked about]. I've got [day] at [time] or [day] at [time] open to sit down for
twenty minutes and figure out if we're the right fit. Which one works?

Two options, not an open calendar. A specific reference to what they asked about so
it doesn't read like a robot. And a question they can answer with one word.

Steal this: the follow up cadence for a lead who doesn't answer.

F O U R  H U M A N  T O U C H E S  I N  S E V E N  D AYS

INSIDE 5  MIN Call. No answer, text.
P H O N E ,  T H E N  T E X T

DAY 1 ,  A .M. Text something specific they said.
T E X T

DAY 3 Call first. No answer, text.
P H O N E ,  T H E N  T E X T

DAY 7 Final call and text. Close the loop.
P H O N E ,  T H E N  T E X T

DAY 14  TO 90 Automated reactivation.
O U T  O F  T H E  R E P ’ S  H A N D S

Then it stops being a person’s job and becomes a system’s job.

Most owners do two and think they were persistent. Almost nobody builds the thing
that runs on day fourteen through ninety, and that's where a meaningful share of my
bookings come from, because somebody who wasn't ready in March is sometimes
ready in June and nobody called them.

ST E AL  T H I S :  THE  DAY SEVEN  MESSAGE.

Hey [name], I don't want to keep bugging you. I'm going to assume the timing isn't
right and stop reaching out. If that changes, you know where I am. Door's open.

This one converts better than anything above it, because it takes the pressure off and
hands the decision back. Send it and mean it. Then let the system take over.
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2.2 THE ROOM DOES HALF THE CLOSING

I walk into my own gym every day and fix anything I can see that isn't premium, down
to a dust spot on a mirror, because one visible flaw devalues the entire price I'm about
to say out loud. Nobody pays a premium price in a room that looks average. The
environment isn't decoration. It's the first half of the argument.

1. Do the three second walk in every morning. Come through your own front door
like a stranger. Fix the first thing you see. Every day.

2. Have a set place you do consults. Not the middle of the floor, not standing at the
desk. Sitting down, where you can both see the same thing.

3. Get the why out loud, not on paper. I don't use an intake form. The only thing a
prospect fills in is the lead form that got them here. Discovery happens in the
room, verbally, in a fixed order, and that order is the next section. A form gives you
an answer. A conversation gives you the third answer, and the third one is the real
one.

4. Everybody in my chair has already seen the price. I put pricing in the ads and on
the website on purpose. It filters. My booking rate is lower than the industry
average and that's the design, not a failure, because the people who book have
already decided the number isn't disqualifying. Hide your price and you'll book
more assessments, close a smaller fraction of them, and spend the first ten

minutes of every consult managing sticker shock instead of selling.

5. Kill the interruptions. No trainers walking up, no phone face up, no music you
have to talk over.

6. Use a booklet, not a screen. I hand them something printed. It's calmer than a
laptop, it doesn't put a piece of hardware between us, and reading a number off a
page sounds settled. Saying it from memory sounds like you're testing it.

The consult is a conversation. Where it happens doesn't matter much.B E L I E F

You've got about three seconds to make somebody decide what you're worth.R E C E I P T

Expensive isn't the same as premium. You don't need new equipment, you need a
room that's obviously cared for. A clean, well lit, quiet space with older equipment
beats a messy space with new equipment every single time, and it costs you nothing
but the standard you hold.

B R E A K

M O V E S
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2.3 THE CLOSE, EIGHT STEPS

The whole close runs twenty to twenty five minutes.

T H E  C L O S E ,  E I G H T  S T E P S

1 PEEL THE ONION
Ask why three times

2 WHY US
They build your case

3 MEDICAL HISTORY
What is really going on

4 EXPL AIN WHO WE ARE
Walk them through it

5 POSITIVE AND NEGATIVE
Six months either way

6 ACCOUNTABILITY,  THEN ASK
Yes or no. Is that fair

7 PRICE,  THEN ASK FOR IT
Anchor, then land

8 SHUT UP
Do not fill the silence

Commitment is won at step six, before a number is spoken. 20  TO  25  M INUTES

1 .  PEEL THE ONION

Get the why, and ask it more than once. First answer is surface, usually a weight or a
doctor. Third answer is the real one and it's almost never about the body.

If somebody tells me they're busy, I don't accept the word. I make them define it.

Tell me what busy means. Give me your day to day.

Closing is pressure, urgency, and clever answers.B E L I E F

It isn't pressure. It's a sequence where they talk themselves into it and I mostly get
out of the way. The maybe only survives if you let it survive, and you don't kill it with a
hard line at the end. You kill it in the middle, with a small yes, before anybody's said a
number out loud.

R E C E I P T

The weak version is a script you recite. The strong version is a run of questions where
they do most of the talking. If you're talking more than they are, you're selling. If
they're talking more than you, they're buying. These are the order, not the words, and
the second it sounds like a script you've lost the room.

B R E A K
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Then we find the highest leverage thing in that day and change it. You can't sell to a
word. You can sell to a day.

2.  WHY US

Not why a gym. Why us.

Just tell me, why us? What made you reach out to Redefine specifically?

Now they're listing the reasons you're the right call. They're building your case for you,
and people believe their own arguments in a way they'll never believe yours.

3.  MEDICAL HISTORY

Tell me your medical history. What else is going on with your body?

For my gym this is the whole ballgame, and it sits here on purpose. Ask it before you
explain what you do, and everything you say next lands as a direct answer to what
they just told you instead of a pitch you were always going to give.

4.  EXPL AIN WHO WE ARE AND WHAT WE DO

They've earned the explanation by asking for it in step two, and you've earned the right
to aim it by asking step three.
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SAY T H IS

Yeah, totally understand. Let me walk you through how this works.

You're going to sign up. Then you come back for an onboarding. That's a forty
minute movement screening and biometric analysis to see how your body
actually moves and operates, plus about twenty minutes of getting you set up on
our apps.

All of that gets uploaded into an app you've got access to the whole time. We
track everything. You do squats with a trainer, we log the sets, the reps, the
weights, the video, the notes. All of it. We look at the whole thing as one picture
of how to get you to your goal and get you feeling better. Fitness, nutrition, and
accountability together.

And that's delivered by our fitness specialists. We run the only apprenticeship
program through the state of New York. This is a career for them, not a side job.
They're the best at what they do and they're the ones who get you moving.

Notice what that is. It's not a pitch, it's a walkthrough of what happens after they say
yes, said out loud before they've said it. You're not asking them to imagine buying.
You're describing their week.

5.  THE POSITIVE AND THE NEGATIVE FRAME

Both. Same breath.

Where do you see yourself in six months if you do this? And where do you see
yourself in six months if you don't?

They paint both. Not you. The gap between those two pictures is now sitting in the
room doing the work for you, and it came out of their mouth, not yours.

That second question is the only pressure in the entire close.

6.  THE ACCOUNTABILITY FRAME,  THEN THE QUESTION

Before I open the booklet, I set the terms.
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SAY T H IS

Hey, before I show you all this. I'm into accountability. It's a two way street here.
We're going to be accountable to you, and you need to be accountable to us.

So we're going to go through pricing and everything, and I just need a yes or a no.
Is that fair?

Then wait for the answer. Actually wait.

That's the whole close and it happens before a number is spoken. And look at why it
works. I didn't ask them to decide today because it's convenient for me. I asked
because it's the standard, and I named the standard first.

YOU EARN THE HARD QUESTION BY SAYING
WHAT YOU STAND FOR RIGHT BEFORE YOU
ASK IT.

Say it in the same tone you'd use to confirm an appointment time. The calm is what
makes it land.

7.  PRESENT THE PRICING AND ASK FOR THE SALE

Open with the standard, not the price. This is the Redefine standard. Then walk
everything every program includes.

Then anchor high and land where they belong.
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SAY T H IS

Okay, based on everything you just told me, I'd start you at the middle of the road
program. Signature includes [x, y, z]. That's [weekly price] a week.

But we do have a one time point of sale offer, and we only offer it to people sitting
right here where you are now. You pay twelve weeks up front. We never discount
the training, so this isn't a discount, it's [weekly price times twelve] so you don't
have to do the math.

Because you're willing to commit, you get to pick from these perks. I'd say go with
[x].

How does that sound?

8.  SHUT UP

You asked. Now don't say anything.

Whoever breaks the silence first is the one who loses, and it can't be you. This is the
single hardest instruction in the book and it's the cheapest one to follow. It costs you
nothing but nerve.

Then either they say yes and you collect, or they give you an objection and you go to

the next section.

THE REST OF THE APPOINTMENT

License, card, done. Then book the onboarding before they stand up. Not "we'll reach
out." A real slot on a real calendar while they're still in the chair.

If your close is running long, it's almost always one of three things. You got into
scheduling before you got commitment, you went down a nutrition rabbit hole, or
you're doing post close rapport that won't end. All three are your fault and all three are
fixable.

2.4 THE OBJECTIONS AND WHAT YOU ACTUALLY SAY
Objections are obstacles you beat with a clever answer.B E L I E F
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The job isn't to beat it. It's to figure out which one it is.

And here's the honest part. If you ran step six properly you'll hear a lot fewer of these.

Most objections aren't objections. They're what happens when you asked for money
before you asked for commitment.

THE DAYS A WEEK OBJECTION,  WHICH SHOWS UP BEFORE PRICE

This one's out of order because it happens in discovery, and it's where most of my
revenue per client lives.

Two days a week. Just out of curiosity, why not three?

Let them answer. Then:

Yeah, totally understand. Just so I'm doing my due diligence here, three days a week
is the gold standard. That's really what starts pushing your results. Obviously more

than three is even better, but three definitely gets you there.

If they hold at two, get them to commit to coming in on their own for the third day, and
then ask again when you get to pricing. Don't let it go.

Owners skip this because it feels pushy. It's the opposite of pushy. It's the first honest
thing anybody's told them.

" I  NEED TO THINK ABOUT IT."

Don't accept it. Go back to the standard you already set.

Yeah, totally understand. I need to make sure this program is a good fit for you and
that you're going to take it seriously. Is this something you're really looking forward
to doing and staying accountable on?

They'll say yes. Then:

Almost every objection is one of two things. It's a real constraint, and a clever answer
is an insult. Or it's the polite version of a fear they haven't said out loud, and a clever
answer skips the actual problem and you lose them anyway.

R E C E I P T

There's a version of this where you handle objections so well you talk somebody into
something they can't afford. They cancel in six weeks, they tell people, and you paid
for that acquisition twice. A close you had to win is usually a client you're about to
lose. Learn the difference and let some people walk.

B R E A K
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Great. So while I'm in the room, what questions do you have? Let me answer them
for you so we can get to a yes or a no and you've got everything you need.

You're not fighting them. You're pointing out that you're both still in the room and the
questions are free right now.

" IT 'S  TOO EXPENSIVE."

Don't defend the price. Agree with them.

Yeah, I agree with you. It is expensive. But expensive gets you results. If it was
cheap, wouldn't you question it? Wouldn't you question whether we can actually get
you where you need to go?

That's the whole move. Agree, then flip it into the thing they're actually worried about,
which is whether it works. Nobody argues with you when you've just agreed with
them.

THE AFFORDABILITY GATE.  NOT AN OBJECTION,  BUT IT  L IVES HERE.

There's a difference between a price objection and somebody with a hundred and
forty bucks a month left after their bills. Don't keep reframing at a person with a real
gap.

And don't book the assessment in the first place if their stated budget is under your
minimum. You'll waste their afternoon and your rep's, and you'll lose a referral you
could've had. Say no early and say it kindly.

" I  NEED TO TALK TO MY SPOUSE."

Totally understand. Just out of curiosity, did your spouse know you were coming in
today?

What do you think they'll say? What kind of questions do you think they're going to
have about the program, just so I can give you the right answers to bring back?

Three questions and none of them are pressure. If they can't tell you what their
spouse is going to ask, they aren't sold yet and you go back to the why.

" I  WANT TO START AFTER THE HOLIDAY,  THE TRIP,  THE NEW YE AR."

What's going to be different then?
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Nothing's different then and they know it. The version of them that starts in January
gets built by the version that starts today.

ONE THAT ISN'T  ON MY LIST

"I've tried this before and it didn't work" was in the last version of this book and it isn't
actually one of my top five. It's a gift when it shows up, and I handle it by asking
exactly what happened and connecting their failure to the specific thing we do
differently. But I don't hear it often enough to plan around it, and I'd rather tell you that
than pad the list.

ST E AL  T H I S :  THE  S ORTER.

Before you answer anything, ask yourself one question. Is this a constraint or is
this a fear.

A constraint is money, time, or a person who isn't in the room. You solve those
with a different option or an honest goodbye.

A fear is it won't work, I'll quit again, I'll look stupid. You solve those by going back
to the why and the six month picture, and then with the guarantee.

Answer the wrong one and you lose either way.

2.5 THE GUARANTEE

That's a fear, not a price problem, and this is what a fear is for.

A guarantee is what you offer when your product can't sell itself.B E L I E F

I don't lead with it. I keep it in my back pocket for the person who's genuinely on the
fence, the one who says some version of I don't know, I'm just worried this isn't going
to work.

R E C E I P T

THE  GYM OWNER 'S  S ALES  PL AYBOOK 20



 

SAY T H IS

Yeah, totally understand. Let me ease your pain here. I don't normally do this, but I
believe in what we do, so I'm going to give you a twenty eight day unconditional
money back guarantee. Any reason at all you're not happy, you tell me before day
twenty eight and I refund you.

Usually they say something like I wouldn't do that to you. And I tell them:

I don't care. That's how much I believe in our product.

And be ready for this, because nobody tells you. Half the time the guarantee doesn't
close them on the spot, it just moves them to the next objection. That's fine. That's
information. It took fear off the table, so whatever they say next is the real thing that
was in the way.

It also has to be clean. No forms, no runaround, no well technically. The first time you
make somebody fight you for a refund you've bought a review that costs more than
the refund did.

A guarantee on a bad product is just a refund schedule.B R E A K

Deploy it before they stand up, not after. Pair it with the specific fear, never with the
price. Keep the terms to one sentence. Honor it instantly, without a conversation.

M O V E S
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PART 3. CASH
3.1 MAKE THE CUSTOMER FINANCE THE CUSTOMER

3.2 GOALS DON'T GET HIT, ACTIVITY DOES
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3.1 MAKE THE CUSTOMER FINANCE THE CUSTOMER

And the reason isn't that I like cash, it's arithmetic. It costs money to acquire a client.
If their first payment covers what it cost to get them, every dollar above that goes
straight back into acquiring the next one, and I'm not growing at the speed of my bank
balance anymore.

M A K E  T H E  C U S T O M E R  F I N A N C E  T H E  C U S T O M E R

TWELVE WEEKS UP FRONT
One payment at the point of
sale

ACQUISITION COST COVERED
The first check pays for the
client

EVERY DOLL AR ABOVE IT
Buys the next client, not the
next month

Growing at the speed of the close rate, not the bank balance.

You acquire a client, then you collect slowly, and growth is capped by how much cash
you can float.

B E L I E F

Every new client at my gym starts on a twelve week advance commitment, paid up

front. It's the only way in. Not a promotion, not a special. The front door.
R E C E I P T
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I'M GROWING AT THE SPEED
OF MY CLOSE RATE.
A N T H O N Y  A M E N .
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That's how two gyms with no contracts and no outside money grew over forty percent
in a year.

It also fails if the twelve weeks don't convert into an ongoing membership, because
then you're buying the same customer twice a year forever. Watch that conversion
number like it's the business, because it is.

Second break point, the honest one. Every dollar you pull forward is a dollar that isn't
there next month. That's fine when it's funding acquisition. It's fatal when it's funding
the gap in your P and L. Know which one you're doing.

1. Price the twelve weeks at full freight. No discount for paying up front. It's the
weekly price times twelve and you say so. You give perks instead, and perks cost
you a fraction of what a discount costs you. Mine are things like scans, sauna
access, a spa treatment, a price lock. High perceived value, low cash cost.

2. Present it only at the point of sale, and only after they've chosen a tier. Never
lead with the monthly.

3. Know your CAC before you set the number, not after.

4. Track the conversion from the twelve weeks into ongoing as a headline metric.

ST E AL  T H I S :  THE  A DVAN CE  COMMITMENT FR AME.

So I'll show you one option we only offer right here at the point of sale. If you're
willing to commit twelve weeks to yourself and to us, there's no discount in the
price, but you get to choose from these bonuses. Does that sound like the option
you want to move forward with?

WHEN IT 'S  ACTUALLY AN EMERGENCY

There was a stretch where I had ten days to raise sixty thousand dollars or miss
payroll. Miss payroll once and you can kiss your staff goodbye, and losing the staff
loses the gym. That's not a cash flow problem, that's an existence problem.

This only works if the up front number genuinely clears your acquisition cost, which
means you have to actually know your acquisition cost, and most owners don't. Take
twelve weeks up front and have it not cover CAC and you haven't built a growth
engine, you've built a loan you have to repay in service.

B R E A K

M O V E S
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I didn't borrow it. I ran an offer to the clients I already had and I called it the Spring
Access Play.

Here's the mechanic, and the mechanic is the whole reason it worked. Buy twelve
weeks up front at your current price, and the first six weeks get upgraded to the
higher tier program for free. Back six weeks return to what you're already on.

Read that again. I didn't discount anything. I gave away six weeks of a product they'd
never tried, to people who already trusted me, and a real number of them stayed on
the higher tier afterward because they'd felt the difference. The upgrade cost me
capacity I already had. It didn't cost me price integrity, and price integrity is the thing
you can never buy back.

I pushed it every way I had. I personally wrote and sent emails to people inviting them,
we pushed it in person on the floor, and we ran it as a marketing campaign on top of
that. All of the above. The personal ones did the heavy lifting, because those people
already trusted me and that trust is the entire mechanism, but I didn't pretend the
campaign didn't help.

The advance commitment is a growth engine you run every day. The emergency offer
is a fire extinguisher you run once. If you find yourself running the fire extinguisher
twice in a year, the problem isn't cash, it's the thing you're refusing to fix, and now
you've got less runway to fix it with.

3.2 GOALS DON'T GET HIT, ACTIVITY DOES

Once you know your close rate you know exactly how many conversations equal one
signup, and the goal stops being a wish and turns into a countable number of reps you
either did or didn't do this week.

That's a different animal from the advance commitment and I'm separating them on
purpose, because owners mash them together and get hurt.

B R E A K

Set a big goal, stay focused, chase it.B E L I E F

You can't do a goal. A goal is an output and outputs aren't actions. The only thing you
can actually do is the activity that produces it, and for a gym that activity is
conversations.

R E C E I P T
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Full disclosure on how I run this. I don't hold my team to a weekly conversation
number, because with one person owning speed to lead my constraint isn't
conversations, it's show rate. The math below is how you find your constraint. Once

you've found it, hold the number that's actually binding, not the one in the example.

1. Take the yearly goal in new members, divide by fifty two. That's your weekly
number.

2. Find your real close rate. Not what you think it is. What your last fifty
conversations actually did.

3. Divide the weekly members by the close rate. That's your conversation number.

4. Then ask which step is actually leaking. If your close rate's fine and your show rate
isn't, conversations aren't your job this week. Getting people in the door is.

ST E AL  T H I S :  THE  ACTIV ITY  CALCUL ATOR.

Yearly goal, in new members: ______

Divided by 52, members per week: ______

My close rate, signups per conversation: ______

Conversations needed per week: ______

Close one in a hundred and need one member a week, you owe yourself a hundred
conversations. Need two, have two hundred. It isn't motivating and it isn't supposed
to be. It's just true.

The goal is the output. The reps are the input. Fall in love with the reps.

This goes toxic if you count activity that isn't really activity. Two hundred
conversations where you never asked for the sale isn't two hundred reps, it's two
hundred chats, and you'll hit your activity number, miss your goal, and decide the
system is broken. The unit is a real conversation with a real ask in it. Count those and
nothing else.

B R E A K

Work backwards.M O V E S
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PART 4. AFTER THE YES
4.1 THE SALE ISN'T DONE UNTIL WEEK ELEVEN

4.2 RETENTION IS A RELATIONSHIP, NOT A CONTRACT
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4.1 THE SALE ISN'T DONE UNTIL WEEK ELEVEN

You paid full acquisition cost for somebody who never got to the point where the
product works. That's not churn. That's a refund with extra steps.

T H E  S A L E  I S N ’ T  D O N E  AT  Y E S

WEEK 1

Trainer intro, not a survey

WEEK 6

Rescan. Data, not the
calendar

WEEK 11

The renewal conversation

WEEK 12

Decision day, already
decided

Book every one of these at the onboarding. Not later.

Steal this: the first twelve weeks.

The sale ends when the card goes through.B E L I E F

The most expensive cancels aren't the ones at month eight. They're the ones at week
three, from people who never really started, and every one of those is an onboarding

failure getting blamed on the client.

R E C E I P T

Onboarding that's all enthusiasm and no structure gives you a huge first week and a
cliff in week three. The point of the first twelve weeks isn't to impress them. It's to get
them to the moment where the habit is theirs and they don't need you to be exciting
anymore.

B R E A K
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WHEN WHAT HAPPENS WHO OWNS IT

Before
they leave

Onboarding booked on the calendar. Not session one. Whoever closed

Within 24
hours

Automated welcome and confirmation System

24 to 48
hours

Onboarding. 40 minute movement screen and biometrics, 20
minutes app setup. Week six and week eleven scans booked
right here.

Onboarding lead

Week 1 One deliberate early win, small and real Their trainer

First 2
weeks

Second face, structurally guaranteed The org chart,
see below

Week 6 Scan and a real conversation Onboarding lead

Week 11 Scan, and the conversation about what comes next Onboarding lead

First real
win

The referral ask Their trainer

BOOK THE CHECK INS AT THE ONBOARDING,  NOT L ATER

This is the one that actually matters and it's a scheduling decision, not a coaching
decision.

The week six and week eleven scans get booked during the onboarding, while the
person is sitting in front of you on day one. Not "we'll grab you around week six." On
the calendar, in ink, before they've trained once.

Do it that way and the follow up happens. Leave it to good intentions and week six
arrives, everybody's busy, and the conversation that would've caught the cancel never
happens.

ANCHOR THE CONVERSATION TO DATA,  NOT THE CALENDAR

A number on a screen starts a more honest conversation than "how's it going." Week
six is where you catch the cancel. Week eleven is where you earn the next twelve
weeks.
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ST E AL  T H I S :  THE  TH R E E  Q UESTIONS  AT  WEEK S IX .

1. What's been better than you expected?

2. What's been harder than you expected?

3. If you were going to quit in the next month, what would the reason be?

Question three is the one. People answer it honestly because you gave them
permission, and they hand you the cancel reason weeks before the cancel.

THE PERSON WHO ONBOARDS DOESN'T  TRAIN

Amanda runs every single onboarding at my gym and carries no clients of her own.

That one decision means every client in my building has a real relationship with
somebody other than their trainer, from day one, without anybody scheduling
anything or asking a favor.

Most owners try to solve the second trainer problem with a rotation policy that dies in
week three. Solve it with an org chart instead.

THE WELCOME CONTACT,  HONESTLY

The twenty four hour welcome at my gym is automated and I'll be straight with you
about the trade. An automated welcome confirms logistics. It doesn't tell a new client
the business cares about them, which is the actual point, and a human note from
somebody who isn't the closer does. Mine's on the list to fix. If you're small enough to
send it yourself, send it yourself.

THE REFERRAL ASK

Ask at the first real win, when they've got something to say.

SAY T H IS

Hey man, this is absolutely awesome. Anybody else in your life who'd be that

happy hitting a goal like this?
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Congratulate first and mean it. Then one question. You're not asking them to market
for you, you're asking who else they'd want to feel like this.

And pay for it on both sides. I pay the client in reward points that convert into things
they actually want, body composition scans, metabolic testing, real medical fitness
services. I pay the trainer cash for a referral that signs.

The timing advice is right and it isn't sufficient. A referral system that runs on
goodwill alone runs for about six weeks.

4.2 RETENTION IS A RELATIONSHIP, NOT A CONTRACT
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, because 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 OUT LOUD 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, and that's the only thing that forces
me to level up the product every single week. People don't walk away from
relationships they value.

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
the twenty eight day 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. Make the relationship the retention engine. Names, lives, milestones, real
coaching. Not a keycard and a bill.

3. Track why people stay the way you track money. If you can't say why a specific
client stays, you're one bad month from finding out you were wrong.

4. Don't let any client belong to one person. Ask yourself what happens if your best
trainer quits tomorrow and tries to take clients with them. If the honest answer is
"a lot," you don't own your business, your best employee does. The org chart fix is
in 4.1 and the full version is in Book 2.

No contracts isn't a marketing position you adopt on Monday. If your product is
average, taking the contract away just lets you find out faster. The contract was
never protecting your revenue, it was hiding your retention problem, and killing it
doesn't fix the problem, it reveals it. Which is the point, but go in with your eyes open.

B R E A K

M O V E S
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WHAT'S NOT IN THIS BOOK, AND
WHY
Some pages are missing on purpose. Here they are, because a book that pretends to
be complete is worse than one that tells you where it stops.

My conversion benchmarks. I track show rate and close rate and I'm not publishing
mine for you to aim at. They're a function of market, price and lead source. What
matters is your number this month against your number last month.

My return on ad spend. An earlier draft carried two ratios. I pulled them, because
most of my marketing spend is uncoded and I can't reconcile them against the actual

books. I'd rather say that than print a number that sounds good.

My exact prices. They're on my website and they're going up next month, which is the
point. A price in a book is wrong by the time you read it. What transfers is the
structure.

Where the leads come from. This is a sales book. It starts when the lead exists.
Everything upstream, the channels, the ads, the offer, the referral system, is a
different book.

The team side. How you hire the people who run these consults, what you pay them,
and what a healthy labor percentage looks like. That's Book 2 and it's written.

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 leads or the client, because the only
thing in this book you can actually change is your own behavior. The price you're
afraid to say out loud. The lead you didn't call back for six hours. The commitment
question you skip because it feels awkward. The week six conversation you've never
once had.

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

Go find your close rate. Then go have the conversations.
Anthony Amen.
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