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Agenda

� Positive Member Experience

� Template Development
� Business Development

� Professional Hiring
� Developing Staff

� Establishing the Team
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Shayne Kohn, MS, MES, CPT

� Owner, SPÄCHITECTS, Inc.
� Program & Facility Development
� www.spachitects.com

� Spa & Fitness Director 
� Raymond Floyd’s Old Palm Golf Club 

(WCI Community)

� Founding Member & 1st Vice President
� Club Spa & Fitness Association
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Amanda Harris, MEd

� ACSM-HFS
� Stott certified Pilates Instructor 

� Mat and Reformer
� Vice President of Fitness & Wellness, 

ACAC Fitness & Wellness Centers
� 4 multipurpose clubs based in 

Charlottesville, Virginia
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Ann Gilbert

� ACE CPT

� Director of Fitness for Tampa Bay 
area chain of 12 Full Service 
Women’s Facilities

� www.shapestotalfitness.com



Williamson, Harris, Kohn, Gilbert
October 14th, 2009
Club Industry - Chicago

Wendy Williamson, PhD

ACE – AHFS, CPT; NASM – CPT

� Post Rehabilitation Specialist
� Owner of Williamson Fitness Consulting
� Author of Posture and Movement Chapter 

(AHFS, ACE 2008)
� Finalist (2nd) ACE Achievement Awards, 

2005 & 2006
� www.williamsonfitness.com
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Why are we here?

In today’s market it’s not just about customer satisfaction 
but customer loyalty .

Remember: A satisfied customer 
is not necessarily a committed
or long-term customer.

Customer satisfaction is not enough.
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Why? 

Why is customer service and the 
member experience so important?

Member
Retention!
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Since 2002, the number of health clubs in the U.S. has 
increased by 47% to 29,636. That trend continues. 

(2007 & 2008 IHRSA Profiles of Success)

The Importance of Member Retention

0 5,000 10,000 15,000 20,000 25,000 30,000 35,000

2002

2007
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The Importance of Member Retention

� As market competition grows….

� Cost of acquiring new members �
� Cost of replacing lost members �

� KEY - keeping the existing members

(5 x more expensive to “sign-up” a new 
member  than to keep an existing 
member)   
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How do 

professional fitness services

impact member retention? 

Retention
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What is your Fitness 
Program’s retention rate?

Retention
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Profitability

Small improvements in 
membership retention 

yields large improvements
in profitability

(2007 IHRSA Membership Retention)
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Profitability

….improving retention 

• by 1% (30 members), the net income could 
improve by as much as 12%.   

• by 2% (60 members) could increase net 
income by as much as 24%. 

(2007 IHRSA Membership Retention)



Williamson, Harris, Kohn, Gilbert
October 14th, 2009
Club Industry - Chicago

Non-Dues Revenue (NDR)

� The average club in the US produces 30% of its gross 
revenues form NDR

� NDR is market protection – more clubs, more 
competition, fewer people for NDR 

FOCUS:  generate more revenue from current members 

Note: Members spending more money tend to stay longer

(2007 IHRSA Membership Retention)
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Non-Dues Revenue

Example:

$10 per month NDR per 1,000 
members = $10,000 more in 
monthly revenue or $120,000 

annually.

It’s that simple!
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Member Experience

What type of experience are members looking 
for?

� Building Relationships/Connections

� Programming Variety

� Membership Appreciation

� Safe/Clean environment
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Customer Service

Increased Opportunities in Customer Service (OCS) 
increase the likelihood of a positive customer 

experience.

How can you improve customer 
service?

Direct contact with a “live” person?
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Customer Service

� Always go Above & Beyond

� Always offer Convenience and Options
� Be Proactive not Reactive

� Observation of the Customer’s needs
� Reaction to the Customer’s needs

� Know what they want before they do
� Under Promise & Over Deliver

� Be consistent
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Customer Satisfaction

People

Products Process

Customer 
Satisfaction
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Customer Service

A satisfied customer tells no one.
A dissatisfied customer tells 10 friends.

A RAVING FAN tells everyone!

Remember: A satisfied customer
is not necessarily a committed 

or long-term customer.
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Template Development

Where it all begins…………… .
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S.W.O.T.

� Strengths
� Weaknesses
� Opportunities
� Threats

Management Assessment Tool
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S.W.O.T.

The S.W.O.T. framework: 

…..can assist in the strategic 
development for a business to position 
themselves for improvement and 
success in the market place. 



Williamson, Harris, Kohn, Gilbert
October 14th, 2009
Club Industry - Chicago

S.W.O.T.

� Club’s successful programs.
� Unique and outstanding programs. 
� The “added-value” brought to the member. 

Examples

1. Offering Programming options that are both fee & non-fee based.
2. Programs that support the Club’s brand. 

STRENGTHS
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S.W.O.T.

Struggling Programs

Examples

1. Programs may not offer options that are both fee & non-fee 
based? 

2. Programs do not address the diversified service needs of the 
members. 

WEAKNESSES
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S.W.O.T.

Utilizing underdeveloped strengths. 

Examples
1. Are there employees with skill-sets that have not  

been utilized? 
2. Networking/parnerships.

OPPORTUNITIES
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S.W.O.T.

Events/activities, internally and externally, that can 
damage &/or adversely impact potential business 

growth. 

Examples
1. Are there new fitness/training trends that are not available?
2. Is the status of the economy impacting your business?

THREATS
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30, 60, 90 DAY PLAN

Long Term Business Objective

Example:
– To increase retail/service sales, resulting in a 5-9% 

overall profit. 
– Introduce new technologies and services to more 

effectively compete with local competition. 
– Recruit and retain qualified service personnel.

BUSINESS OBJECTIVE
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30, 60, 90 DAY PLAN

Establish short-term small goals 

to help you achieve your 
Major Goals 

STRATEGIC ACTION PLAN
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30, 60, 90 DAY PLAN

Accountability 
&

Follow Through
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Business Development

Amanda Harris
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What is the ultimate goal of our business??

The Goal
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What is the ultimate goal of our business??

To attract and retain customers

The Goal
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Both for the club/facility…

To attract and retain customers
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…and for your program

To attract and retain customers
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Vision

Where is your company going?
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How does your company plan to 
“win” at this business?

Mission
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How do professional fitness 
services fit into that?
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How will you and your team 
conduct yourselves in pursuit of 

this mission?

Values
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“Branding is about taking something common and 
improving upon it in ways that make it more valuable 
and meaningful.”

-- SCOTT BEDBURY
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Developing BRAND
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Developing BRAND
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Your brand is defined by:

� The best customer experiences
� Your most effective team member

� The best customer results
� The highest perception of value

Developing BRAND
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Your brand is only as good as…

� The worst customer experience
� The least competent team member

� The professional who got poor/no 
results

� The lowest perception of value

Developing BRAND
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Do you train on vision, mission, values?

Developing BRAND

REALITY CHECK
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� Team member : Member
� Member : Member

Creating the culture
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Your club needs…

� Connectors

� Member Service Specialists
� Team Members that are Team Players

� Team members focused on helping 
members

� Team members that are engaged in the 
club
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Your club needs…

The Hybrid Fitness Professional
� Fitness Floor Trainer
� Group Ex Instructor

� Mind-Body Instructor
� Small Group Trainer

� Fitness Programming Leader
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Promote Collaboration

Support Specialization

Encourage versatility

Create Mavens

It all starts with the Team…
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BRAND: 

how customers experience your 
business

The Experience
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Leadership Team Customers = $$

The Experience
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Reminder…

Great Member Experience             Increased $$

The Experience
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How does it impact your bottom 
line?

Your Return…
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� More Fitness Professionals (with more club investment)
� Fewer sessions (per professional)
� More sessions (overall)
� Delivering diverse services (more engagement)
� Touching more members
� Creating better member experiences

ROI
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� Members use club more

� Members stay longer
� Members get results

� Members buy more 
services

� Members refer their friends

ROI
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� Team focuses on the customers

� Team connects more to the club
� Team feels more fulfilled

� Team makes more money
� Team stays with you longer

ROI
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Professional Hiring
Ann Gilbert
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Professional Hiring

1.Review
2.Prepare 
3.Practice



Williamson, Harris, Kohn, Gilbert
October 14th, 2009
Club Industry - Chicago

Format of the Professional Interview

� Interview Set Up

� The Interview Process
� The Ideal Candidate
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Format of the Professional Interview

� Review job description
� Read and evaluate 

application
� Check references
� Assess the interview 

environment

SET UP
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Format of the Professional Interview

� “The Approach”
� Review resume and 

application
� Introduce Business & Position
� Gather candidate information 
� Look and listen for personality 

traits and communicative 
abilities

� Document 

THE INTERVIEW PROCESS
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Format of the Professional Interview

“The Approach”
� Have a purpose
� Avoid small talk 
� Make eye contact
� Give attention to detail
� Manners or social graces

THE INTERVIEW PROCESS
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Format of the Professional Interview

Review Resume and Application
� Check for accuracy
� Ask about references
� Be specific about declarations

THE INTERVIEW PROCESS



Williamson, Harris, Kohn, Gilbert
October 14th, 2009
Club Industry - Chicago

Format of the Professional Interview

Introduce Business & Position
� Share a vision and a mission 

statement
� Explain your product in detail
� Review position and discuss 

description

THE INTERVIEW PROCESS
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Format of the Professional Interview

Gather Information
� Ask non discriminating open 

ended questions
� Be non judgmental and 

focus on competence

THE INTERVIEW PROCESS
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Format of the Professional Interview

THE INTERVIEW PROCESS
Gather Information (cont.)

YES NO
In what ways have your 
previous jobs prepared you 
for this position?

Tell me about a time when 
you had a disagreement with 
a supervisor or employer. 
How was it resolved?

Tell me about a time when you 
assumed a leadership role?

Are you qualified to take 
this position?

Do you have a problem with 
supervision?

Are you a leader?
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Format of the Professional Interview

� Summarize 
� Document

THE INTERVIEW PROCESS
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Innate Traits vs. Trainable Characteristics

Know the difference…. And 
avoid pitfalls in hiring.
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Innate Traits vs. Trainable Characteristics

Innate personality traits:  

� flexible
� communicative 
� emotionally developed
� assertive
� competitive
� mental toughness
� motivated
� energized



Williamson, Harris, Kohn, Gilbert
October 14th, 2009
Club Industry - Chicago

Trainable Characteristics

� Sales
� Time management
� Technical skills

Trainable Characteristics:
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Trainable Characteristics

Hire the Personality…
….and Train for Success!
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Developing Your Hired 
Staff

Wendy Williamson
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Critical: Developing and bridging the 
gap between academic, application, 

and customer service!

Developing Staff
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� Group Fitness

� Personal Training/ 
Small Group Training

� Mind/Body 
Professionals

� Etc.

Developing Staff

HYBRID TEAM
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Developing Staff

What is the time frame needed to 
accomplish professional 

development?

3, 6, 9 months?
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� Employment Options:
� Requirements
� Probationary period

� Educational Track
� Time Management
� Facility Mapping
� Fitness Psychology
� Establishing the Team

Developing Staff
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Employment Options:

Personal (Sm.Group) Training 
(Fitness Professional)

Full time (A) – > 25 sessions/week 
(compensation package)

vs. 

Part time (B) – < 25 sessions/week 
(non-compensation package)

Developing Staff
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Option A – Full time
� Compensation Package 

($800/month/3 mo.)
� Completion bonus - $600 

over 3 additional months.
� Educational Track
� Additional Requirements

� floor hours
� observation/ 

shadowing hours
� train senior staff
� etc.

Option B – Part Time
� No compensation package
� Educational Track
� Additional Requirements

� floor hours
� observation/shadowing 

hours
� train senior staff
� etc.

Developing Staff
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Signed intentional agreement between 
both management and NEW employee 

during compensation period of time.

Developing Staff

PROFESSIONAL AGREEMENT
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Option A – Full Time
1 – 3 months

� Educational Track begins
� Staff review every 30 days with 

management
� Probationary Period
� Facility mapping and function

Developing Staff

TIME FRAME REQUIREMENTS
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Option A - Full Time
1-3 Months

Observe – Floor Hours 
Month 1 – 35 hours/week
Month 2 – 30 hours/week
Month 3 – 25 hours/week

Developing Staff

TIME FRAME REQUIREMENTS
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Option A - Full Time
3-6 Months

� Educational Track continues
� Continue educational study
� Creating study of facility mapping

Developing Staff

TIME FRAME REQUIREMENTS
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Option A - Full Time
6-12 Months

� Completion of compensation package

� Management referrals, mentoring
� Educational track nears end

� Bonus compensation payout for 
completing education track

� Specialty interest pursued

Developing Staff

TIME FRAME REQUIREMENTS
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Educational Track

� Option B 

� < 25 hours / week
� Declined compensation package

� Identical requirements as Option A
• Exception – not as many observation hours

� Must attend Educational Track
� May begin independently once completion 

and approval from management

CONTENT
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Educational Track
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Educational Track

1

To facilitate the integration of 
academics to application in the 

fitness laboratory setting.

GOALS



Williamson, Harris, Kohn, Gilbert
October 14th, 2009
Club Industry - Chicago

Educational Track

2

To enhance and optimize the fitness 
professional’s ability to provide superb 
client service through education and 

application.

GOALS
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Educational Track

� Advanced Senior level Fitness            
Professionals

� Fitness Directors/Managers
� Physical Therapists
� Physicians/Chiropractors
� Sports Medicine Doctors
� Orthopedic Surgeons
� Marketing/Sales Department
� Etc.

SUGGESTED FACILITATORS
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Educational Track

� Gross Anatomy and Physiology - 6 hours
� Biomechanics - 8 hours
� Assessment - 8 hours
� Flexibility Training - 3- 4 hours
� Spinal Stabilization - 6 hours
� Band, Cable, & heavy ball training – 3 hours
� Program Design - 2 hours
� Marketing - 2 hours
� Documentation and Liability - 2 hours

CONTENT
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Educational Track

� Other components:
� CPR and AED Training - 4 hours
� Assessment observation - 10 hours
� Professional observation - 10 hours
� Cross training participation - 5 hours

• Group Fitness, training,              
Yoga, Pilates, spinning, etc.

CONTENT
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Educational Track

� Application

� Train group fitness instructors, 
trainers

• 5 hours
• Case studies provided
• Evaluations 

CONTENT
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Educational Track

� Conclusion points
� Competency tests
� Staff Participation
� Management 

competency
� Information overload

CONTENT
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Educational Track

National Certification Examination

� must be pending
� 90 days to sit for approved examination

� exception – National Certification Exam 
scheduling 

CONTENT
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Educational Track

Credentialed and approved certifications by NCCA 
(NOCA)

1. NASM 8. The Cooper Institute
2. ASCM 9. NCSF
3. ACE 10.NESTA

4. NETA 11.NFPT
5. NSCA

6. AFPA
7. IFPA

CONTENT
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Educational Track

� Compensation Package 
Bonus
� Completion of 90 days

� Completion of Educational 
track

� Present before review board 
of Sr. Trainers

� Bonus – paid over next 
three months.

CONTENT
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Educational Track

� Performance Review

� 30, 60, 90 days
• Goals

• Experiences
• Problem solving

• Professional development

CONTENT
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Facility Mapping



Williamson, Harris, Kohn, Gilbert
October 14th, 2009
Club Industry - Chicago

Facility Mapping

� Programming Available

� Membership Participation 
� Seasonal Participation

� Equipment Application Exercise
� create lists of exercises for 

specific muscles groups
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Facility Mapping

Exposure to all programs

� Participate
� Observe

� EXPERIENCE
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Fitness Psychology
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Fitness Psychology

Needs vs. Wants

Progression vs. Tolerance
Balance of Program Design

Flexibility
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Managing Professional Development and 
Assuring a Quality Staff (Team)

Establishing The Team
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What happens if professional 
agreement is violated?

Establishing The Team
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Assuring a Quality Team begins NOW!!

Establishing The Team
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Establishing The Team

After 90 days, the process and 
development of the TEAM will begin 

to emerge
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Laying a quality foundation will 
produce a very successful 

program. 

Establishing The Team
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Summary

� Member Experience

� Customer Service
� Business Development

� Professional Hiring
� Staff Development

� Profitability
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Lost: 
Keys to Member 

Retention – Business 
and Staff Development

Shayne, Amanda, Ann, and Wendy


