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If your Club has developed a proactively dynamic and 
interactive Standard Operating Procedure [S.O.P.] that has 
drastically reduced your membership attrition rate, please 
do not read this article! 

However, if you are looking for some additional strategies 
that more and more progressive Clubs are successfully 
using to drastically take control of our attrition problem, 
please continue reading this article.

Our approach to membership recruitment, to membership 
retention and membership referrals is so simple, that most 
Clubs miss this point! The solution is about people… it’s 
about the people who use our Clubs, the members and 
the people who work for the Clubs, the employees. The 
progressive Clubs view these “people” as assets!

The Management of Club Assets
As a minimum, our Clubs have 2 types of assets: our mem-
bers & our employees. Like any other business, we should 
have (1) incorporated the recognition of our employees 
and our members as assets when we had developed our 
brand, and (2) we should have developed S.O.P.’s that 
support the management of these assets as part of our 
business platform. Our reality is that we have missed this 
opportunity to either recognize these two distinct groups 
as assets and have failed as managers to manage-up these 
assets for the benefit of our Clubs.

BUSINESS DEVELOPMENT UPDATE
The benefit to the Clubs… these employees can be 
proactively positioned to support the management of our 
members.

These assets are so close to us, that we cannot 
“see the forest because of the trees!”

The Management of Employees

Here is a series of questions for each reader to consider.
What would happen to your individual Club’s membership 
recruitment, retention & referral programs if we had managed 
our employees as an asset who would do some &/or all of the 
following: 
1. Your Group Exercise Instructors started to tie their in-
dividual successes to the success of your Club and started 
to refer to “We” instead of “I” when they speak to their 
students;
2. Your Group Exercise Instructors started to refer their 
students to your club’s personal training program for addi-
tional services because of weaknesses that the Instructors 
saw in their students during their classes;
3. Your Group Exercise Instructors started to do fee-based 
Group Training Programs;
4. Your Personal Trainers started referring their clients to 
specific Group Exercise Programs because those programs 
would supplement the client’s personal training program;
5. Your Personal Trainers started working with their Group 
Exercise counterparts to learn how to teach Group Ex-
ercise Classes/Programs; and, heaven forbid, even want to 
learn “how-to-count” music; 
6. Your Personal Trainers started to incorporate Group 
Exercise skill-sets into their repertoire so that they can do

“In the end, all business operations 
can be reduced to three words:         
people, producer and profits”

“People come first.”
– Lee Iacocca - Auto Executive
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more fee-based Group Training Programs; and
7. Whenever your Personal Trainers are away on vacation, 
their clients are encouraged to train with other Trainers so 
that their clients can stay focused on their individualized 
fitness programs.

Whenever I present these points to both Club Owners, 
Managers and Instructors & Trainers, I get a responsive 
stare like a deer staring at the headlights of an on-coming 
car!

No way! It would never happen! These groups are too seg-
mented! This is too much trouble because they each have 
different goals, objectives and focus! 

We agree with these responses. However, the potential 
upside from successfully managing-up our Fitness Team 
members has been itemized in CHART “A”. If we are able 
to manage &/or coach our employees to have these skill 
sets, then I submit to each reader that this potential upside 
is totally worth the stress and aggravation!

Our Managers tend to be managers in the traditional sense 
as opposed to being entrepreneurs & leaders who are 
managers! Entrepreneurs who are really good managers 
have exceptional coaching and leadership skill sets second 
to none!

Our survival is based on our collective ability as an indus-
try to develop cutting-edge solutions to existing problems, 
like membership retention. 

As a minimum, the Clubs that are listed in Chart “B” repre-
sent a sample of those who have taken the time to manage 
their assets so that these assets can contribute a positive 
return on the Club’s investment. 

These Clubs, in fact, have made a proactive decision to take 
charge of their destiny. I would also like to point out that 
it was Victor & Lynne Brick, from Brick Bodies, who had 
initially influenced me to become proficient as an Aerobics 
Instructor back in the day!

Where Do We Start?
Once we accept the premise that the employees 
who are best positioned to influence our members 
by proactively managing their club experience on a 

(CHART “A”)
THE Skill-SETS/CHARACTERiSTiCS

of THE HybRiD fiTnESS PRofESSionAl

“Leadership is the art of 
getting someone else to do                                 
something you want done 
because he wants to do it.”

– Dwight Eisenhower, 34th US President

1. Relationship building Skill-Sets

2. Ability/Desire to Engage All Members

3. Ability to focus on Customers

4. Ability to Handle Emotions

5. Ability/Desire to Take the initiative beyond 
the Job Description 

6. Ability to Show Compassion & Empathy

7. Ability to Deal with individuals as individuals

8. Ability/Desire to Solve Problems & Make Decisions

9. Ability to Share information

10. Ability to Manage business Processes

11. Have the Required Technical Skill-Sets

12. Have Cuing, Communicating & Presenting Skill-Sets

13. Have Musical interpretation Skill-Sets

14. Ability/Desire to Manage Members

15. Ability/Desire to Support Teams & Groups.

(CHART “b”)

1. brick bodies-MD

2. ClAy-nyC 

3. Midtown Athletic Clubs [formerly TCA]

4. ACAC fitness & Wellness Centers Mid Atlantic Region

5. RDV Sportsplex-fl

6. Sky fitness & Wellbeing-ok

7. Gainesville Health & fitness Center-fl 

8. Saw Mill Athletic Club-ny 
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1. Start holding fitness Department Meetings for all 
Members of your fitness Team;

2. Start having your Trainers take specific Group Exercise 
Classes with specific Instructors who understand what 
you are trying to do;

3. Start having Instructors train with specific Trainers; 

4. Establish a mentorship program between specific 
Trainers & instructors where each one would cross

 training the other;
5. Assist the Trainer in selecting the first format that 
would want to learn. Then... 

6. facilitate the skill  development process;

7.  Encourage both work groups to attend CEC 
Workshops with the other group.

CHART “C” provides a Step by Step Summary about 
the potential steps that should be taken to overcome 
the “pushback” from these 2 Groups. What makes 
this process easier, if the Group Exercise Manager is a 
personal trainer and the Fitness Manager is a Group 
Exercise Instructor?

Have we gotten your attention yet?

Managing The Members
When a new member joins a Club, they are looking 
for “something”! They may or may not know what 
that “something” is. They are looking to the 
subject-matter-expertise of the Club and the 
Club employees to provide direction and solutions 
that can indeed satisfy their goals and objectives. And
as these needs change, they want their services to
change that will again, meet these new goals.

This being said, they are expecting us to manage them, 
so why don’t we? The progressive Clubs that have 
followed this approach have given us feedback that 
we have summarized in CHART “D.”

consistent basis are Group Exercise Instructors and 
Personal Trainers, the next step is to create a syn-
ergistic relationship between these two groups. This 
process will never happen by osmosis! It not only has 
to be managed, but it must support the value of the 
Club’s brand. We are working under the assumption 
that your Club’s brand is grounded on building viable 
relationships and providing member-specific solutions 
to their individualized needs.

Think of all the skill sets that are needed to be a great 
Group Exercise Instructor and the needed skill sets 
to be a great Personal Trainer. Group Exercise Instruc-
tors have great relationship building skill sets besides 
their technical skills. Personal Trainers tend to be 
weaker in relationship building while maintaining their 
strength in their technical skills. If we manage and 
coach these skills together, we will have the profile 
that is summarized in CHART “A.” 

  

This is a process that cannot be mandated; it must be 
managed and coached by our managers from the top 
down. Once again, this presupposes that our  
Managers have the right coaching skills to make this 
happen. Those who do, can make this happen! If our 
Managers do not have coaching skill sets, then 
they need to trained as professional coaches. 

(CHART “C”)
HoW Do WE START?

1. it facilitates the management of the Members’ 
Experience;

2. it Supports your Club’s Member Retention Program; 

3. it Creates More Depth in your Programming 
Capabilities; 

4. it Drives/Expands fee based Revenue Sources; 

5. it positions the Engaged Member as a Marketing &     
Referral Source;

6. it facilitates the Membership Sales & Membership     
Referral Processes; 

7. It Redefines Your Fitness Professionals’ Job Descriptions; 

8. It Redefines every Club Manager’s Job Description; 

9. It Redefines every Club Employee’s Job Description;  

10. it Stimulates inter-Departmental Synergy; and 

11. it Supports the value of the Club brand.

(CHART “D”)
 THE bEnEfiTS of MAnAGinG MEMbERS AS ASSETS
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Conclusion 

What do you think? Is this idea/concept so off the wall that 
it’s not worth your time to consider? At the 2007 IHRSA 
Institute for Professional Club Management, this concept 
was interactively discussed during the Program.  The con-
sensus was reflected in Tony Tamules’ quote below. Tony’s 
Fitness Team of successful “Hybrids” is driving membership 
recruitment, membership retention, membership referrals, 
fee based revenue which includes personal training, group 
training & sports conditioning training revenue.

“In 2005 when I took over as fit-
ness manager at the RDV Sports-
plex, we had one personal trainer 
teaching group exercise.  My goal 
is to have ALL my trainers on the 
group exercise schedule.  Why? 

Because I want fitness profession-
als who can do it all, teach classes, 
generate revenue through a variety 
of services and support the club’s 

overall mission of customer service 
and member retention. Fast for-

ward two years later to 2007 and 
I have 14 of the 38 group exercise 
instructors on staff are full time 
personal trainers with 6 more in 
training ready to go for the fall.

-Tony Tamules, Fitness Manager, 
RDV Sportsplex, Orlando Florida.

The major ROI associated with a well trained staff includes 
facilitation of the following: (1) the establishment of member 
goals, (2) the identification of programming options/needs that 
will not only support diversified member goals, but also support 
(3) the modification of programming options as member goals 
change. 

If done correctly, staff training will potentially enable your 
Club to manage-up member wants, needs and interests. As 
this happens, the members will get their results! If they get 
their results, why would they leave? 

Bob Esquerre, MA, MES, NSCA-CPT, NASM-CPT, ACE-CES is a fitness consultant and 
owner of the Esquerre Fitness Group. Recognized by IHRSA as a subject-matter-expert 
in personal training, program development, Club branding, customer relationship 
management & membership retention. By the way, Bob is also a “Hybrid” Fitness Profes-
sional who is still a practicing Personal Trainer and STAR 3 Spinning® Instructor.
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