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Overview: -  Personal trainers by nature are passionate, driven, organised and 
excellent communicators, or so we would like to believe! Realities being that within 
any team there are radical differences in terms of the level of trainer and their 
competencies. We need to accommodate for these vast differences in the way that we 
manage, train, motivate and drive the PT model in our clubs, and while this may 
sound like a process of simple management, it can be a fine art to balance all these 
dynamics. Through my experience with teams of trainers I have identified the 
following range of trainers: 
 

Summary of Personal Trainers according to risk
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50%

Independent trainers - self sufficient and successful, need
very little intervention

Mainstream trainers - low to moderate risk, primary focus
for PT managers

high risk trainers - dead wood, move up or move on!

 
No matter the model, be it Franchise, licence, employee or contractor, we all have a 
vested interest in ensuring that our trainers are portraying a professional, ethical and 
competent persona to their clients and our member base. In the majority of cases they 
wear the company logo, and are more often then not, perceived to be an employee of 
the company regardless of the actual relationship. As such we need to make sure that 
we can manage the process of personal training closely and one of the main aspects 
for effectively dealing with Personal trainers is the ability of a manager or team leader 
to be able to identify risk. 
 
What is RISK? 
 
Risk can be anything that casts the personal training model, club, staff and trainer 
himself, in bad light and can include: 
 

• Unprofessional conduct 
• Late payment of fees 
• Unstable/insufficient Client base 
• Not following company protocols with regards to receipting and signing 

sessions 
• Unethical behaviour 
• Personal issues 
• Health concerns 
• Team dynamics 
• Disregard for management  



• And more…. 

formation to the team leaders and management relating 
 all aspects of their lives. 

 
kes 

ope to assist you to identify these potential risks and avoid as best as 
ossible. 

 

rd at 
 of 

personal trainers. Here are some reality checks with regards to assumption. 

ng Client Base 

tness Trainers at my Club 

With My Trainers 
7 If They Need Help They Will Ask 

e. None 

 
f personal training and 

r too often has been the downfall of many a good trainer. 

e facility 

to 

. 
 go belly up if ego takes over and all sensibility and humility 

oes out the window! 
 

 
In order to successfully manage a team of trainer’s one needs to effectively manage 
the risk that may arise in the facility. This can be a difficult and tiresome process, as 
trainers may not volunteer in
to
 
Through my experience in dealing with various personal training models and the 
specifics of management, it has become clear that in most cases the mistakes made by
Program managers and directors are fairly similar. Bottom line is that these mista
or errors in judgement present a level of risk to our PT models and through this 
session I h
p
 
Mistake 1) ASSUMPTION!  - Surprise, disbelief and shock to a degree….your 
world wobbles as your best trainer stands before you head hung and tears swelling as 
the realisation sets in that they will not be able to pay their rental for the month, have 
lost too many clients, won’t be able to achieve budget, or are resigning because they
are not making enough money. Many of you that have had similar experiences will 
understand the empty feeling at the pit of your stomach. One of the common errors 
that we as program managers make is to assume…assumption is a dangerous wo
the best of time, but a completely destructive one if you are managing a base

 
1 Your Top Trainers Will Remain at the Top 
2 You Can Stop Recruiting When You Have a Stro
3 It is Possible to Become Saturated with Trainers 
4 There Isn’t a Market for Personal Fi
5 A Long Client List Equals Success 
6 I Don’t Need to Meet One-on-One 

 
Mistake 2) Understanding the ego/income relationship that many personal 
trainers go through. Perhaps it’s human nature, or the result of a career in the 
industry that demands an entropenurial spirit, flexibility and a drive to achiev
the less there is an undeniable relationship between Ego and Income and the 
unfortunate end result in a large number of personal trainers can be quite destructive
when that tipping scale swings. EGO is a dangerous aspect o
fa
 
In the beginning… People are drawn to energy excitement, determination and drive… 
these are the typical characteristics of our novice trainers, either fresh into th
or straight from the training academy, these goal orientated, HUMBLE and 
approachable trainers are the new flavour of the month. Typically they pick up clients 
with ease, like a moth to a flame their energy draws people in, and business begins 
blossom. With ease they begin to accumulate some good income, through word of 
mouth the message spreads and soon they are struggling to control the waiting list…
This is where it can all
g



While it is all good and well to accept the relationship between ego and income, the 
question then becomes…how does one keep the EGO in check! Here are some tried 
and tested ideas for you to implement within your PT business units to keep your 
team solid stable and most importantly – grounded! 

 
1 Important for any trainer is the need to set short-, medium- and long-term 

outcome goals 
2 Take on an Apprentice 
3 Give Back to the Facility 
4 Pay Attention to Business Records 
5 Have Regular Meetings 
6 Keep the Focus on the Client 
7 Know your Sphere of Influence 

 
 
Mistake 3) PT the numbers game - take the emotion out of it!  - The concept of 
Personal Training and the role of Personal Trainers have been elevated over the past 
years. Where before it was the domain of the wealthy with disposable income, the 
clients of today’s trainers have come from not only the Elite market, but also an ever-
growing Aspirational market. Our ultimate industry goal must be to move the market 
to the everyday health and wellness, ordinary people, who now see the value in 
investing in a Personal trainer as a catalyst for achieving results. Due to the shift in 
the markets there has been a greater demand for Personal trainers, this has created a 
competitive environment in facilities and any competitive edge can lead to great 
success. The selling process is one such example, top trainers are able to sell their 
product consistently, it is something that is often overlooked as we study to become 
trainers and far to often novice trainers try the emotional sell…..with poor results. 
Lets look at some of the key factors that will assist trainers to be successfull..without 
the emotion: 

 
1 Who wants green furniture! 
2 Putting on the sales hat 
3 Contacts, appointments, shows and closing 

 
Mistake 4) Focusing on the outcome and forgetting about the process goals. One 
of the most common pitfalls I find with Program managers is the focus they tend to 
have on the end goal or final product. In many cases this is also as a result of the 
club/company key performance areas and the process of monthly budgets and 
incentives. Not only does this mean a loss of focus on the day to day activities, but the 
approach then becomes reactive as opposed to pro-active. It is a case where we try to 
jump to the rescue once “the horse has bolted” There are a number of ways that we 
can stay connected and focused on our trainer base as the month progresses. The take 
home point to remember is that whatever we measure will always improve, so a 
constant focus is critical. This focus will allow the program manager to keep their 
finger on the pulse of their department, identify concerns as they arise and act quickly 
to dispel any destructive issues. There are a number of ways to effectively stay 
focused on the process goals to actively work towards achieving the result. 

 
1 Decide on the key outcomes  
2 Set Daily meetings: 



3 Set Daily targets for your trainers: 
4 Right here right now! 
5 The 80/20 Rule 
6 Remember the ABC’s of hitting your process goals 
7 Even a small step forward is getting you closer to your goal then no step at all! 

 
Mistake 5) General Details and documentation. Managers who pay attention to 
details and have accurate, structured documentation in place can avoid a common 
managerial pitfall. In my experience, neglecting this aspect of business has been the 
Achilles heel of many personal training managers. If you work for a mainstream chain 
or group of health clubs, the head office is usually responsible for creating the 
management systems and standardized documentation. Although this is important for 
continuity, you may feel that the standardized forms don’t entirely match your 
facility’s specific needs. If this is your scenario, it is vital that you bring this to the 
attention of the head office so they can modify the templates, with your 
recommendations, so that you are able to cover all risk areas effectively. As the 
personal training manager you are accountable for great results and minimal risks, so 
make sure to challenge current systems that have gaps or holes; not only will this 
assist you in managing your department, but it will also elevate your profile in the 
organization. If you are at a stand-alone club or have the ability to create your own 
management strategy, then creating solid, reliable and structured documentation is 
one of your keys to success. Whether the focus at your facility is purely on bringing in 
revenue, or the model is predominantly service-driven, you are the driving force for 
that focus and your actions must align with the stated model. Your attention to detail 
needs to be as specific as the operational, health and safety procedures in the club. 
This level of detail and documentation is critical to the success and credibility of your 
personal training model. 

 
1 Setting sensible Revenue goals and monthly Budgets 
2 Documenting meetings and One on one’s: 
3 Good systems to support trainers – templates 
4 Maintaining accurate records and solid personal files 
5 Effective time management 

 
 

Thanks so much for attending this session, should you have any questions or 
comments relating to the notes above or the presentation please feel free to contact me 

on: 
darren.jacobson@virginactive.co.za or personaltraining@virgin1on1.co.za. 
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