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THE RISE OF GROUP TRAINING 

The fitness industry is evolving rapidly, and the rise of specialized boutique facilities 
and group training programs represent this shift. Changing consumer habits and our 
knowledge of fitness are two of the main drivers of this evolution. Exercisers are 
increasingly looking to experience fitness: to be part of exclusive fitness 
communities, to train collectively in a motivating and constantly changing 
environment, and to be held accountable and track progress. IHRSA data shows that 
28% of members that belong to dues paying facilities also go to a fitness studio. In 
2015, 31% of members had engaged in a small group session versus only 12% of 
members that had engaged in a one-on-one personal training session. In addition, 
37.7% of females had tried a group training session versus only 9% that engaged in 
personal training. Group training is now a sustainable and rewarding option for many 
exercise consumers and businesses.  

On the flip side, many consumers are leaving traditional health clubs for 
memberships at specialized studios, or maintaining their gym membership, but 
seeking secondary spend services elsewhere. This presents a conundrum and an 
opportunity for larger fitness facilities to determine how they can create a successful 
and desirable group training experience within their own gym.  

Fortunately, larger facilities have several advantages. Firstly, they have more stability 
and infrastructure than many smaller boutiques. This financial and spatial flexibility 
can be an advantage when rolling out a new program that will require capital and 
personnel investment. Secondly, they likely have a varied staff and marketing 
capabilities. Their trainers have inroads with many different types of clients, though 
they may not have been able to provide services to all of them due to the higher cost 
of personal training.  Finally, they may have diverse populations (active aging, 
millennials, teens, to name a few) – all of which could be attracted by different types 
of programming.  

This Group Training Business Manual will consider how you can tap into a new 
revenue-generating market within your facility, and even attract new members by 
way of a compelling and truly differentiated group training program. It will help you 
plan for success by guiding you through the six core components of your group 
training program. It provides strategies for implementing fee-based group training 
services in a facility, and focuses on programs that are centrally managed by a 
facility. While aspects can be relevant for entrepreneurial trainers who develop and 
deliver services for small groups within their facility, it is not specifically targeted to 
this purpose. 

What is Group Training? 

Group Training: A coach-led training environment wherein one fitness 
professional guides multiple exercisers through a motivating and 
personalized fitness experience.   
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SIX CORE COMPONENTS OF SUCCESSFUL GROUP TRAINING 
PROGRAMS 

Launching the right group training program for your facility can create new revenue 
streams, retain and attract members, and invigorate your staff. This manual focuses 
on the six core components of your group training program. Think of your group 
program as a living, breathing entity that needs careful planning, constant nurturing, 
and if done right, will reap endless positive returns.  

There are six core components of your training program:  

Vision: Every program must start with a clear vision. It is important to clearly define 
your program identity, target demographic, scope of services, financial expectations, 
spatial requirements, and equipment needs. 

Program: Workouts need to be effective, purposeful, and destination-oriented. 
Workouts must map to the vision, and be in-demand in the market. 

Marketing: No matter how desirable and relevant your vision may be, it will go 
nowhere without a strong marketing and communications plan that will compel 
participation and engagement from staff, members, and prospects.      

People: Finding and incentivizing the right champions to lead your program is one of 
the most important decisions you will make. Not only do these people need to 
exhibit an entrepreneurial spirit, but they need to be able to rally the staff around a 
vision, financially motivate the training staff, and entice participation in the program. 

Experience: People seek premium, specialized workout environments that combine 
exciting instruction, an inspiring space, and a passionate community. 

Easy Sign-Up: Prospective participants prefer an online or app-based sign-up process 
that is transparent and hassle-free. Participants want flexible options to get involved 
in programs. 

Think about your program like the human body.  

Your program must start with a clear vision that will provide your path for success. 
Your program content is your skeletal system; it is the foundation of what you will 
provide. The right coaches and marketing plan become the muscular system of your 
program, as these will produce the right movement of your vision and ultimately, 
drive members to the group training experience. Finally, an entertaining experience 
and hassle-free sign-up give this body its personality, appearance, and performance. 
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VISION 

Establishing absolute clarity on what your program is and IS NOT is paramount to 
lasting success with your group training program. Though group training is not a new 
concept for our industry, many facilities have historically struggled to launch and/or 
sustain these differentiating fee-based services. This can be due to many reasons 
such as: 

• The program tries to appeal to everyone, but lacks a defined identity.  
• The program themes do not match the demographic in the facility. 
• The program lacks a champion, or staff turnover erodes the program. 
• The program is not clearly differentiated from complimentary group exercise. 
• Personal trainers do not see value in coaching group training, or do not have the 

skills to deliver a session for multiple clients. 
• Program times are not convenient for the target demographic. 
• The training location is not inspiring, or is shared with other services and does not 

feel “premium”. 

Establish your vision by setting up a working session with your key program 
stakeholders, including facility leadership, marketing, and business-minded trainers.  
The following worksheet includes a number of questions that will aid your discussion 
around your group program objectives.  The answers to these questions will set the 
framework for the type of experiences you can offer. Use this checklist to hone in on 
your differentiated group training position. 

Note: Before starting this worksheet, perform the following tasks: 

1) Compile Facility Data: Pull a report on usage trends with your member base. Use 
your facility management software to understand the percentage of males and 
females entering and using your facility, as well as age demographics during 
different times of day. Identify your peak hours. This information can assist you in 
understanding your member preferences and desirable workout times. You may 
also consider sending out a survey to the membership about their programming 
and service preferences. 

2) Gather Training Department Information: Work with your training department to 
identify its programming strengths and weaknesses. Pull together a list of leaders 
on your training team. Review your most successful secondary revenue 
generation offerings, such as personal training or special workshops (i.e. weight 
loss seminars).  

3) Conduct Competitive Research: Assess your competitors’ offerings. Attend 
classes and review their marketing and communication strategy. If possible, ask 
their members what they like about the program. Perform this research with an 
eye on what could be replicated or done differently in your facility, with respect 
to the needs and interests of your member base. 
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Setting Your Vision Worksheet 

1. What is your primary objective in offering group training? 
o Generate additional revenue 
o Retain existing members 
o Attract new members 
o Other: 

 
2. What are your revenue expectations for this program? 

o I do not have any – I just don’t want to lose my members 
o I want this to be a significant percentage of my secondary revenue 
o I want to generate money from this program, but my 1-1 PT revenue will 

continue to be my most important source 
o Other: 

 
3. Who is the most important exerciser this program must appeal to? 

o Millennials 
o Active Aging 
o Moms 
o Youth 
o Athletes 
o Other: 

 
4. Where are these exercisers working out today? 

o At my facility, and already participating in fee-based services (PT, boot camp, 
etc.) 

o At my facility, but not participating in any fee-based services 
o At my facility, but going elsewhere for fee-based services 
o Not at my facility (where are they now?) ____________________ 

 
5. What industry trends will be represented in this class? 

o HIIT 
o Fusion Programming (cardio equipment + strength or suspension) 
o Movement/Mind-Body 
o Metabolic Conditioning (such as CrossFit®) 
o Bodyweight-Based Training 
o Indoor Cycle 
o Other:  

 
6. Who will lead your group training program, and are they currently qualified to do 

this? 
o Personal trainers (Yes/No) 
o Group exercise instructors (Yes/No) 
o Other, Explain: ________________________________________ 
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7. How many exercisers can you train at one time and still position the service as 
fee-based? 
o Small Group Training (4-8) 
o Mid-Size Group Training (8-12) 
o Large Group Training (12-20) 
o Other: 

 
8. Where will you run this program? 

o On the gym floor – I will need to section off part of my facility periodically to 
run fee-based programs 

o In a dedicated studio that is primarily for group training 
§ I can close the door and have music and a loudspeaker without 

disturbing my general membership 
o In a dedicated studio that is primarily for personal training 

§ I can close the door and have music and a loudspeaker without 
disturbing my general membership 

o In a dedicated studio, but I cannot have music or a loudspeaker in this space 
 

9. What equipment do you have available for this program? (list all components) 
o Functional Equipment: ___________________ 
o Strength Equipment: ____________________ 
o Cardio Equipment: ______________________ 
o Technology: _____________________________ 
o Other: _______________________________ 

 
10. Is there a program in your community or elsewhere you want to model this off of? 

o Yes: Explain ___________________ 
§ What will make your program different? 

o No 
o Don’t know. Find out: ___________________ 

 
11. Are any of your competitors offering successful group training in your area? 

o Yes: _______________ 
§ If Yes, what makes it successful? 

o No 
o Don’t know. Find out: ___________________ 

 

Once you have this filled out, can you answer these questions? 

• Who is my customer? 
• Who is NOT my customer? 
• What is my revenue generation strategy, and is my staff qualified to  

deliver the results I desire? 
• Is my space capable of delivering on the experience and training volume  

I project? 



 

 

 

8 

©2017 Precor Incorporated 

• Can I define my program in 10 words or less? 
• What 3 words do I want customers and potential customers to use as descriptors 

of my program?  

Describe my program vision: 

 

 

 

 

 

  

You have created a strong, clear vision when: 

• Every customer-facing employee in your facility can clearly articulate your 
program value proposition. 

• Your customers describe the training experience in a way that matches the vision. 
• Your personal training and group exercise staff embrace the role of this program 

and how it enhances their own business opportunities. 
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Vision Checklist 

 

Pre-launch Tasks:  

_____   Complete your facility data review  

_____   Schedule meeting with Training Team Leaders to discuss departmental 
             strengths, weaknesses, potential group coach candidates, and current 
             successful revenue generation options 

_____   Review and visit local group training competitors 

_____   Complete Vision Worksheet with key facility and program stakeholders 

_____   Define your vision 

 

Post-launch Tasks:  

_____   Run monthly, quarterly, and/or annual reports on small group participant 
             demographics and life cycle to understand behaviors that will impact future  
             class and schedule development 
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PROGRAM 

As earlier discussed, if your marketing and people are the muscle behind your 
program, your program is its skeletal system. Your program describes the variety and 
sequence of workouts that make up your group training service. The workouts must 
be logical, effective, progressive, and desirable. They must be reflective of the type 
of fitness experience set by the program vision and be consistently creative to drive 
new and renewed interest.  

Your vision will determine if you prefer centrally-managed workouts or trainer-
created workouts. Centrally-managed workouts will ensure greater consistency 
across all classes, yet trainer-created workouts may encourage greater buy-in from 
your staff. Trainers inherently want to create and are less likely to follow a script than 
group exercise professionals.  
 

Centrally-Managed Workouts 

Definition: Workouts owned by the facility that are delivered by group training staff. 
These workouts may be created by a developer(s) at the facility, or be purchased 
from a third party group training service. 

Benefits: 

• More consistent experience for participant – if a trainer is absent, another one can 
easily substitute. 

• Workouts are owned by facility, not trainer. If a trainer leaves, they do not take 
the content. 

• Create a following for the program, not just the trainer.  
• Easier to market, because the value proposition is clearly defined and agreed 

upon with marketing staff. 

 
Trainer-Created Workouts 

Definition: Trainers at a facility create and deliver their own group training programs. 

Benefits: 

• More scalable for facilities with limited staff. Smaller facilities may not have the 
ability to create and train staff on specific workouts. 

• This potentially facilitates greater trainer engagement, as they get to create their 
own workouts. 

• Likely more creative. However, making sure the messaging aligns with the overall 
program vision and promise will be an ongoing effort. 
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Class Formats 

Your program vision, equipment, and your staff capabilities will determine the format 
for the class you will deliver. Each format has a different physical and emotional 
benefit for the participant, and coaching challenge for the group trainer. In general, 
class formats and team circuit formats will be easiest to teach, whereas circuits will 
be most challenging. Ironically, many facilities are forced into circuits because of 
equipment availability, regardless of the higher difficulty level in coaching for the 
group trainer. 
 

Class: In a “class” environment, each participant has their own dedicated training 
station and equipment. Everyone performs the same exercises, but can either be 
working simultaneously or at their own pace. The group trainer can then adapt the 
movement to each participant’s skill level. 
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Team Zone Circuit: In a “team zone circuit” environment, participants team up with 
4-10 people and travel through 2-4 different training zones. Participants spend a 
fixed period of time at each zone. These participants can work side-by-side at 
dedicated training stations, or share equipment and work together to complete a 
task. Multiple teams are moving through the team circuit at the same time. 
 

 
 
 
Partner Circuit: In a “partner circuit” environment, participants pair up and travel 
through different stations of unique training tools with a partner, sometimes working 
side-by-side, and at other times, working together to compete on a task. Multiple 
pairs are moving through the circuit at the same time. 
 



 

 

 

13 

©2017 Precor Incorporated 

Circuit: In a “circuit” environment, participants move through different stations with 
unique training tools. Every participant is performing a different activity.  
 

 
 

Training Environment 

Your training environment – location, equipment, lighting, and working space, to 
name a few – will set the tone for your program. In this section, we will review how 
location and equipment impact the training environment. 

Location: Whenever possible, we recommend holding group training in a dedicated 
space, such as a separate room away from the fitness floor and group exercise 
studio. A private space creates exclusivity and the opportunity to command a higher 
price point. It is up to you if this space will be accessible for personal trainers and 
members outside of class time. If you do decide to open it up, make sure you host 
enough daily group training programs that it maintains its primary identity as the 
group training zone.  

If your group training space is out of sight or removed from the main areas of the 
facility, you must make extra effort to drive traffic to the space. Driving traffic to the 
space should be a focus not only at the time of launch, but on an ongoing basis. You 
can do this by offering weekly equipment demonstrations or complimentary classes 
to first-time participants.  
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Many facilities may not have space for a dedicated group training area. In this 
scenario, the group training zone may be out on the fitness floor, and the equipment 
used is likely shared by personal trainers and members throughout the day. This can 
make it very challenging to command a premium price point for services in an area 
that is already considered “free.” In this scenario, you will need to have an airtight 
plan on the following items. However, most can be overcome with a clear and 
cohesive message delivered and upheld by all staff members.  

• Blocking off the training area during class times. 
• Managing volume during class times (headsets and music may not be possible 

due to disruptions on other areas of the gym floor). 
• Classes should be hosted at premium times and may disrupt members’ training 

schedules. A shared message from all points of staff will be important in 
managing member complaints. 

• An alternative area for personal trainers to work with clients during class times.  

Equipment: Equipment should be versatile, intuitive, appealing, and fun. It must be 
reflective of the type of programming that maps to your vision. It also must support 
the training format you have selected. More specifically, if you offer class or team 
zone circuits, you will need to have more of each type of equipment, whereas partner 
circuits and circuits require fewer amounts of each type of equipment. 

Prioritize multi-purpose equipment: That is, equipment that can be used to support 
many different training styles and class types. Additionally, you want products that 
have a coaching value (not 100% intuitive), but are simple enough so any exerciser 
can easily adjust and find success. Kettlebells, suspension fitness products, sandbells, 
and Dynamax balls are just a few types of products that tend to bring a smile to a 
participant’s face and, when coached properly, produce great results! 

If you have space, cardio or HIIT cardio equipment (fast-on/off fitness equipment 
optimized for short bursts) can be a great addition to your group training 
environment. These types of equipment are becoming increasingly popular in group 
training environments, thanks to programs like Barry’s Bootcamp and Orange 
Theory. Coached cardio can be an effective and engaging component of a balanced 
group training session. 
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Assessing Your Training Environment 

Your continual assessment of the training space, equipment, schedule, participant 
numbers per class, and group trainer performance is essential to your program’s 
long-term success. Conduct walk-throughs of your space on a weekly basis to 
inspect wear and tear on equipment, as well as any other housekeeping needs 
(cleanliness of floor, mats, and equipment, water cooler levels/water availability, 
etc.). Since you are delivering fee-based services in this space, you must ensure all is 
in working condition and clean. This alone can add to (or subtract from) the value of 
the group training experience. In addition, check in verbally or via email 
communication with your group trainers on a regularly scheduled basis, such as 
immediately after a session, or on a weekly or monthly basis. Tie them into the 
business considerations around the program: follow up on current and past 
participant registration, understand their perception of equipment condition and 
housekeeping, and ask questions about the program design and class experiences. 
Your group trainers will feel valued, and you will keep your finger on the pulse of the 
group training program.   
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Program Checklist 
 
 
Pre-launch Tasks: 

_____   Determine the most appropriate type of workouts (centrally-managed, 
             trainer-created, or both) for your group training program 
 
_____   Determine which type(s) of class format(s) to be offered 
 
_____   Establish your group training location 
 
_____   Begin addressing any training environment components such as music, 
             lighting, spatial organization (if on fitness floor), equipment, etc. 
 
_____   Research and order necessary equipment  

 

Post-launch Tasks: 

_____   Conduct monthly equipment inspections; replace as needed 
 
_____   Conduct a weekly walk-through of the group training space to assess 
             housekeeping needs 
 
_____   Schedule weekly or monthly connections with your group training coaches to 
             provide and receive feedback 
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MARKETING 

A compelling and ongoing marketing strategy can make or break your program. 
Clear communication will help you command attention, fill classes, drive new interest, 
excite your community (both within your gym and your outside community), and 
give members reasons to “say yes” to signing up. It can magnify your brand and set 
you apart as a premium provider that is capable of competing with other services in 
the area. It can draw people into the services offered by your training department, 
creating future pathways for both group training and 1-1 personal training 
investment.  

 
Marketing to Your Members 

First, determine how your members prefer to receive facility information. You may 
rely on flyers, email correspondence, social media, networked cardio equipment, a 
facility app, or even one-on-one interaction. You already are probably aware of your 
most effective facility marketing mode. However, with the financial and communal 
benefits of group training, you might try something a little more creative that may be 
unfamiliar in order to create a “buzz!” The following suggestions may provide some 
new and creative ideas to assist your group training launch: 

• Lobby Promotion: Enlist one or more of your program champions to host a promo 
table in your facility lobby. This is beneficial because members already know and 
love these professionals, so they will stop to visit, and ultimately make an initial 
connection with the new group training program. Provide your champions with a 
designated table surrounded by a poster, an iPad or computer with a promo 
video (if available), examples of some of the small equipment items that will be 
used in the program, and flyers that communicate the launch date, class schedule, 
and pricing.  

• Videos of your space and equipment: For those members that are less connected 
to staff members, videos can be a non-threatening way to attract attention and 
interest in new programs. Videos should showcase the newly-designed space, 
equipment items, and even a mock class in action. Your goal is to highlight what 
this program offers to a participant! Play this video on your website, on 
networked fitness consoles, and on TVs around your facility. 

• Group Training Days: Designate a Group Training Day(s) for the program launch, 
and then ongoing Group Training Days at pre-set intervals after that.  

o Launch Day: This should be hosted on the first day the space opens. Invite 
members to the space to see, touch, and experience your group training 
environment. Schedule your group trainers to alternate time in the space to 
greet members, present group class and schedule options, give out 
complimentary water and snacks, as well as run mini demonstrations or 
classes on the equipment. Note: Schedule the mini demo classes during 
peak times and ensure that you have at least 2-3 additional group trainers 
available to meet members that walk in while class is in session. This 
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ensures you can capture their interest and continue explaining and 
marketing the program while the member watches the workout.  

o After Launch: No matter how much enthusiasm you generate on day 1, 
you’ll need to regularly renew excitement and awareness of the space. 
Monthly Group Training Days will provide members access to the space 
and are a great opportunity to launch new classes or introduce new group 
trainers. 

• Complimentary Sessions: Members need an opportunity to experience at least 
one session before they buy-in. Offering a free trial class to members is a great 
way to “pull back the curtain” and show off your program’s value. Allow members 
to sign-up online for timeslots that match their schedule. 

 

Marketing to Your Local Community 

Launching a new group training program provides the perfect opportunity to reach 
out to your local community. In particular, if your vision involves drawing-in members 
from outside your facility, a clear and steady campaign can help boost awareness of 
your new offerings. Best contact methods will vary based on the size and consumer 
behaviors in your community. Some recommended channels to consider include: 

• Website: Include a video of your program, testimonials and evidence supporting 
the program, bios of group trainers, class schedule, and online hassle-free sign-up 
into the program. 

• Social Media: Share the program schedule, success stories, instructor bios, and 
more on your social media pages. Drive participants back to your website. 

• Flyers: Post flyers at local hot spots that your target market frequents. 
• Open Houses: Host Open Houses for the program each month.  
• Local Media: Reach out to local media (TV, radio, newspaper) to generate buzz 

around your program. Focus on success stories to make the most impact. 

 
Marketing to Your Staff 

This effort will be the most important marketing that you do for your group training 
program. It is imperative to purposefully inform and rally your facility staff around 
the new program. New programs can feel threatening to personal trainers who put 
their trust and expertise in generating their income from 1-1 personal training. 
Communicating new programs can also feel overwhelming or irrelevant to staff who 
are not involved in the day-to-day management of the program. We recommend the 
following approaches to inform and engage different types of staff: 

Marketing to Non-Fitness Staff 

The program must be communicated to any staff member who interacts with 
members, including receptionists, fitness floor attendants, membership 
representatives, managers, and directors. This effort is essential, as you will rely 
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heavily on each of these staff members to accurately, passionately, and intelligently 
communicate your group training mission and benefits.  

• Make a personal appearance and connection with each team member in order to 
fully explain the program vision, target demographic, and how this will impact 
revenue and facility growth. 

• Explain how the program sits alongside personal training and complimentary 
group exercise classes. 

• Communicate who the program leaders are. 
• Provide team members with talking points and/or marketing materials for items 

that impact their area of service. 
• Offer team members free trial classes, or create classes for team members only. 

This kinesthetic experience not only allows the staff member to personally 
connect with the program benefits, but internal classes allow the group trainers 
an opportunity to “practice” their group coaching skills and program design. 
 

Marketing to Your Fitness Staff 

In the “People” section of this manual, we will discuss tips for selecting the right staff 
to lead your program. However, regardless of a fitness professionals’ involvement in 
the program, it will be critical that they understand the purpose and structure of the 
program and how its success contributes to both the success of the business and 
their own financial possibilities. 

Fitness professionals may feel threatened by new services that initially appear to 
replace or offset their livelihood. Directly meeting with fitness professionals, one-on-
one or in a large group meeting, will help set the tone for transparency. Share the 
following value propositions with your fitness staff: 

• For everyone: Share the industry information and business opportunity on group 
training and boutique fitness. Establish understanding for the unique niche that 
needs to be filled and let fitness professionals know that the facility is looking for 
ways to avoid attrition. Let trainers know what local boutiques or programs that 
this program is directly targeting, and create enthusiasm about the differentiation 
and value this program provides. 

• For personal trainers: Not all members can afford, or want to spend the money on 
ongoing PT sessions. However, participation in revenue-generating services keeps 
the members invested in the facility, physically fit, and could create 1-1 coaching 
opportunities down the road when members want additional coaching on 
movements or concepts learned in class. 

• For group exercise instructors: Members who participate in group training 
experiences tend to enjoy social environments and could be looking for other 
complimentary training classes on off days. Marketing direct to a group training 
audience can help fill classes and engage new members in group exercise classes. 
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Marketing Checklist 

Marketing to Members 

Pre-launch Tasks:  

____ Prepare group training marketing content for normal facility marketing modes 
(flyers, emails, social media, networked cardio equipment, facility app) 

____ Establish specific and unique action plan to market in facility: 

o Schedule and plan lobby promotion 
o Create videos of the group training space and equipment for TVs in facility, 

networked fitness consoles, and social media 
o Determine your launch date and begin marketing and planning a Group 

Training Day for this date 

 
Post-launch Tasks: 

____ Create annual calendar of Group Training Days (monthly or quarterly) 

____ Develop an on-going process to market complimentary sessions to 
           prospective participants 

 

Marketing to Local Community 

____ Establish a group training website and include videos, testimonials, group 
trainer bios, class schedule, and online sign-up to the program 

____ Market your group training classes, participant success stories, equipment 
options, and coach bios through social media 

____ Post flyers at local retail or restaurants  

____ Host an Open House for the community once a month 

____ Reach out to local TV media to showcase your program 
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Marketing to Non-Fitness Staff  

Pre-launch Tasks:  

____ Schedule personal meetings with each teammate and/or facility teams to 
explain program and benefits and introduce group training coaches 

____ Provide group training marketing materials to each teammate and/or team 

____ Schedule several free classes for team members 

 
Post-launch Tasks: 

____ Provide updated class, schedule, coach, and/or equipment information, as  
           necessary, to your facility departments  

 

Marketing to Fitness Staff  

Pre-launch Tasks:  

• Schedule one-on-one meetings with each personal trainer, or a large group 
meeting to define your vision and structure of the group training program 

• Schedule a group meeting with the group exercise instructors to define the 
program and its purpose 

o You may consider interviewing certain group exercise instructors for 
potential group training roles 
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PEOPLE 

All the vision setting, program communication, and workout design will mean 
nothing if you do not have the right staff to execute and create passion around your 
program. The key players on your fitness team will be: 

Program Champion: The program ambassador who is incentivized to deliver results – 
both financial and experiential. This person represents the heart and soul of your 
program. They are part cheerleader, scheduler, staff manager, vision setter, group 
trainer, and programmer. This person should be well-rewarded for success, as their 
tenure is critical to maintaining the program, especially during the first six months to 
a year. 

Group Trainers: These are the passionate staff who deliver the programs. They may 
be involved in program creation, or they may execute content provided to them by 
the facility. Either way, they have infectious personalities and are capable of pairing 
class management with personalized fitness insights that create a premium, high-
value experience for the participant. 

Program Receptionist: In some environments, you may have a dedicated receptionist 
in or adjacent to the room who checks people in for classes, provides towels and 
water, and signs up new registrants. This contributes to a truly differentiated 
environment from a traditional group exercise studio. 
 
Group Trainer Selection 

Selecting and retaining the right group training staff is another critical success factor 
for your program. These trainers transform your promise into reality, but if they fall 
short, members will not see value in the program and participation will wane. All it 
takes is a few bad experiences to disrupt a well-constructed group training program, 
so your hiring decisions should not be taken lightly.  

Great group trainers have three things in common: they understand the human body, 
they coach optimal movement patterns in a clear and concise way, and they exhibit 
strong class management skills that facilitate fun, autonomy, personalization, and 
camaraderie. It’s no surprise that this is most often a learned skill, rather than an 
innate one. Most personal trainers have been taught how to deliver premium service 
in a 1-1 environment. As such, they can struggle to transfer this specialized skillset 
when faced with four or more people at a given time. On the other side, group 
exercise instructors tend to be brilliant at creating energy and directing classes, but 
struggle to offer specificity and premium coaching to individuals.  

There are different philosophies on the best department to select from. In general, if 
it is a fee-based service, we recommend pulling from the personal training 
department, but not excluding aspirational group exercise instructors who are keen 
to develop their individualized coaching skills. As your fitness department evolves 
around your group training program, your hiring practices and interview process will 
also evolve so that you prioritize personal trainers with group coaching experience. 
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Hiring Practices 

Auditions 

Some operators will choose to host auditions for involvement in the program. 
Companies such as OrangeTheory and SoulCycle exhibit this in the boutique market 
today. This creates exclusivity and demand for leadership in your program. This helps 
ensure that the staff you hire are eager and committed to supporting the program 
and creates a premium status within your organization.  

Handpicking Your Group Training Starters 

If you are not doing auditions, you likely have a sense for the fitness professionals 
you want in your initial group trainer cohort. If you are handpicking your starting line-
up, here are some considerations: 

• Don’t assign staff members to the program. Your judgment of personality and 
capability may be spot-on, but the fitness professional may not be interested in 
teaching in a group environment, or will not evolve his/her skill set to do so. 

• Look for trainers that are specifically interested in and excited about group 
training.  

• Look for trainers who have room in their schedules to invest in planning and 
marketing group training. You want people driving the program outside of class 
time, too! 

• Look for trainers with a following. If your trainer is a trendsetter, clients will follow 
them into the program. 

• Your star 1-1 personal trainers may not be your best group trainers. If they already 
have a full client line-up, they may not be willing to invest the required time and 
energy in group training. 

• Every prospective group trainer should have a live interview where they teach a 
group training class to staff members. This will allow you to see the candidate in 
action and better qualify their abilities. 

Remember, these group trainers are selling this program every class through their 
attitude, enthusiasm, and know-how. 
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Considerations When Selecting Personal Trainers vs Group Exercise Instructors 

Business Factors Personal Trainers Group Exercise 
Instructors 

Exercise Knowledge This group has the 
exercise science and 
programming knowledge 
to create and deliver safe 
and effective workouts. 

Group exercise instructors 
may lack the coaching 
specificity to deliver on 
your group training 
promise. 

Class Experience and 
“Wow” Factor 

Personal trainers may 
struggle to adapt their 
skill set to a group 
environment. They may 
come across as too 
serious and struggle to 
create a “wow” 
environment. 

This professional will 
bring a high level of 
enthusiasm and energy to 
the group training 
environment. 

Selling Services They understand the 
business of selling training 
services, maintaining 
clients, and onboarding 
new ones. These business 
skills are critical in 
growing a new group 
training program and 
filling classes. 

If they are most familiar 
with a fixed hourly rate 
and work at multiple 
different facilities, they 
may struggle with 
marketing and selling 
people into the program. 

Financial Members expect to pay 
for services delivered by a 
personal trainer. 

Members expect 
complimentary services 
delivered by group 
exercise instructors. 

Risks Your trainers may be 
quick to feel intimidated 
or disconnected because 
the concept is different, 
and consequently, may 
seem to pose a threat to 
personal revenue or 
potential client pool.  

Group exercise instructors 
may feel the program will 
draw people out of their 
complimentary classes, 
reducing attraction to 
their program and 
possibly class 
cancellations. 

 
Regardless of where you attract your group trainers from, one of your top priorities 
is to keep your fitness staff feeling safe and secure during a time of transition. 
Provide all professionals with absolute clarity on the type of participant the facility is 
targeting for the group training program, and how group training fits alongside other 
services. Even if trainers and group exercise instructors are not involved in the 
program, you need their support to properly communicate and drive members to it. 
If you want their buy-in and participation, invest heavily in explaining and answering 
questions.  
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Education and Cultivation 

One of the best ways to ensure continued group trainer excitement and commitment 
is to invest in his/her education and ongoing skill and knowledge development 
around group training. Your group trainer will need new programming tools and 
ideas in order to provide progression, variety, and fun to the training environment.  

• Provide Access to Thought Leadership Content 
Connect your coaches with educational content surrounding the group training 
setting – there are certifications and specializations available from companies like 
ACE and NASM, as well as complimentary resources from IDEA and the Precor 
Coaching Center.  

• Stipend/Professional Development Fund 
You may consider providing a small stipend to your coaches to allow them to 
personalize their continuing education. Each group trainer will bring a unique skill 
set and personality to you program, so allowing personal exploration may assist in 
driving programming and class ideas. If your team is large enough, consider 
bringing an expert to them! You may designate a half or full day for a workshop 
highlighting cutting edge group training content. It is imperative to encourage 
education, as well as hold your coaches accountable for their growth.   

• Update Your Equipment or Technology Regularly 
Consider adding or updating small equipment and/or technology each quarter or 
year. Trainers like new toys in an exercise setting! They will share their excitement 
with participants, as well as incorporate variety into their exercise options during 
class. 

• Update Your Programs 
Unveil new classes on a regular basis to keep your members and staff engaged 
and compelled to participate.  

 
Compensation 

It is imperative to financially reward your group trainers. Commission-based models 
are recommended in a group training environment for several reasons: 

• Commission-generated revenue can be very motivating for the professional. If 
payout is a percentage of total class revenue, then your coach will be very 
concerned with maximizing the number of participants per class.  

• If group trainers receive a percentage of total class revenue, earnings per hour 
will be dramatically higher. This increases job satisfaction and continued buy-in to 
the program. 

• As an operator, commission-based models create an automatic system to 
consistently ensure your group trainers are actively seeking retention and 
drawing in new members. 
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Example of a Commission-Based Model 

Number of 
participants 

Rate per 
session 

Gross 
revenue  
per session 

Trainer 
Revenue 
(40%) 

Facility 
Revenue (60%) 

4 persons $20 $80 $32 $48 
6 persons $18 $108 $43 $65 
10 persons $15 $150 $60 $90 
15 persons $12 $180 $72 $108 

 
Assessing Your Team 

As with every other aspect in your facility, it is essential to include time and methods 
for assessing your group trainers. If not, you risk the “new” wearing off and 
participant retention declining, as well as possible trainer burnout or apathy. Here are 
some suggestions for assessing and providing feedback to your team: 

• Audit classes from each group trainer. This will allow you to experience their 
coaching and delivery first hand. Plus, you can squeeze a workout into your busy 
schedule! This will also help you reconnect with or meet participants. After an 
audit session, follow up immediately (within a few days) with the group trainer to 
provide feedback while the experience is still fresh for both of you.   

• Observe a class in action, either in person or with a video in the back of the room. 
Though this may seem unnerving for the group trainer and/or awkward for the 
participant environment, it does express the level of expectation for quality and 
care of the group training experience.  

• Seek feedback from group training participants through a survey or personal 
interaction. You can guarantee detailed information about your coach, equipment 
condition, class offerings, registration ease, etc. when asking the right questions 
of the participant. 
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People Checklist 

Pre-launch Tasks:  

____ Determine who will be your program champion and program receptionist,  
           if needed 

____ Schedule auditions for your potential group trainers, if desired 

____ Determine an action plan and schedule for providing ongoing education and 
support for your group trainers 

____ Determine the appropriate commission-based structure for your group  
           trainers 

 

Post-launch Tasks:  

____ Establish an expectation and schedule for assessing your group trainers in 
action; this may include surveys and/or personal interaction with group 
training participants 
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EXPERIENCE 

Consumers are looking to be part of great experiences. Group training used to be 
marketed as a cost-effective way to get personalized guidance from a professional 
trainer in a motivating group setting. While this is still true, the need to differentiate 
by creating experiences has never been greater. The rise of boutiques is changing 
expectations about what group training should be. While true small groups (4-8 
people) can still largely be driven by a great coach, as class sizes increase to meet 
the price point desirable for members, so too, does the need to differentiate with 
excitement and premium touch points.  

The components below are often overlooked in group training environments, or may 
not be possible due to the class location or budget. However, incorporating these 
elements is the icing on the cake for creating an experience and delivering on your 
vision: 

Music: Music is the rhythm of the class. A driving beat sets the mood for the class and 
drives energy for the participants and coaches.  

Headset: Participants need to be able to hear the coach over the music. A headset 
allows hands-free coaching by the group trainer without restricting their mobility 
around the room. 

Lighting: Lighting can set the mood, and flattering, darker lighting lowers 
intimidation and can create confidence for participants. Changing lighting to match 
the desired program experience can quickly transform the room from a high-
intensity class into a mind-body session.  

Personality: Your group trainers must not only be capable of delivering proper cuing 
and coaching to multiple exercisers, but also must do so in a fun, energetic, and 
authentic way. Your participants can tell if your trainer’s personality and passion is 
believable, and false energy can create a poor experience. 

Group Training Check-In Desk and Lounge: In free-standing boutiques, the class 
experience starts the moment you walk in the door. A person behind the front desk 
knows your name, and participants gather and socialize in the lobby prior to the 
class. This promotes community and builds a tribe. This is harder to replicate within a 
facility. However, if space allows, create a dedicated check-in desk and small lobby 
area outside or within the group training area. Encourage members to hang out 
before and after class to facilitate connections and emotional tie-ins.  

Premium Touch Points: Providing scented towels, complimentary bottles of water, 
and branded clothing are all strategies to enhance the overall premium nature of 
your program.  
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Experience Checklist 

Pre-launch Tasks:  

Consider enhancing the following elements to truly deliver a great experience: 

____ Music 

____ Headset 

____ Lighting 

____ Check-in desk and lounge area, if applicable 

____ Premium touch points for participants (scented towels, complimentary bottles 
of water, branded clothing) 

 

Post-Launch Tasks: 

____ Perform monthly equipment and gear checks and replace as needed 

____ Survey members about success of touch points and other experiential factors 
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EASY SIGN-UP 

Prospective participants want pricing transparency and flexible options to get 
involved in different training programs. Consumers increasingly look for online or 
app-based sign-up processes that minimize interaction with facility staff. This may be 
in conflict with your current model for program registration, but should be 
considered to draw-in a wider audience that may be wary or fearful of “being sold” 
on a program.  

Determining your payment model should be based on a few factors: 

• Your vision – who are the participants you are trying to attract to your program, 
and how do they want to pay for services? 

• Current payment models that are working successfully in your facility (look to 
your PT department or special events and workshops) 

• Payment models that secure the most guaranteed income for the group trainer 
and facility 

• Industry evidence about commitment and frequency required for participants to 
get the best results 

 
Popular Payment Models 

Commitment 
This model requires a financial commitment from your participant for a set number of 
classes or time. You may run “sessions” for two to six weeks, however four weeks 
may be most preferred by members (signing up for a one month period is easier to 
schedule and psychologically plan for).  From a time perspective, it is logical to 
commit to four weeks during a spring or fall season as travel may be minimal and 
schedules are most stable. From a results perspective, four weeks gives the 
participant enough time and exposure to begin to feel the benefit of a consistent 
exercise routine (strength gains or body mass changes, though possibly only neural 
and improved self-image), as well as develop movement competency. In addition, 
there are social advantages to training and interacting with a specific group of 
members for a set period of time; participants will bond through their training 
experience. This alone can help with participant retention. An additional option is to 
financially tier commitment models (such as two, four, or six weeks). This can assist 
in encouraging entry into group training, as well as lock in those that are your group 
training fans! 

Drop-in 
This model allows members to pay for and participate in any group training class. 
There is no commitment needed for drop-in models. This may be more attractive to 
younger members or prospects outside your facility. Consider if this is a viable way 
to increase your prospective participant pool, as well as drive revenue. 
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Annual Membership 
This model allows members to pay a set fee per year for access to any group training 
class. You may offer this membership in addition to facility dues. The cost of the 
membership will be less than what would be required to pay per class, and should be 
less than the cost of an annual membership at a free-standing studio. For members 
committed to your program, this is the most cost-effective option.   

“ClassPass” 
This trending registration option has become very popular in the boutique setting. 
The “ClassPass” is a monthly membership that allows individuals to access a variety 
of fitness studios. The cited benefit of this registration model is increased programs 
and people exposure, revenue potential, and a high-quality client pool. You can sign 
up online to enroll your facility/program. Note that in pursuing this option, you must 
manage the consumer’s use of the remainder of your facility, such as showers, locker 
room amenities, outdoor tracks or spaces, etc. “ClassPass” individuals are not paying 
facility dues, and thus, it will be essential to ensure appropriate usage of your facility. 
 
Rates 

Pricing will be highly variable depending on your vision, region, member 
demographics, and pricing model, to name a few. Keep in mind that since your 
members are already paying membership dues, you will likely not be able to charge 
as much for services as free-standing boutiques. However, if non-members are 
invited to participate in your programs, you can charge them a higher premium for 
each class. 

When determining pricing, remember that the more personalized the service, the 
more a member will pay. NASM provides this example in NASM’s Essentials of Group 
Personal Training manual. 

• 1-1 Personal Training: $70/pp USD 
• Shared/Partner Training (2 clients): $40/pp USD 
• Small Group Training (3-5 clients): $25/pp USD 
• Mid-Size Group Training (6-12 clients): $15/pp USD 
• Large Group Training (12+ clients): $10/pp USD 

If you follow a similar model within your facility and base your rates off of a 
percentage of your group training rate, you can follow this structure:  

• Shared/Partner Training (2 clients): 50-60% PT Rate 
• Small Group Training (3-5 clients): 30-40% PT Rate 
• Mid-Size Group Training (6-12 clients): 20-30% PT Rate 
• Large Group Training (12+ clients): 10-15% PT Rate 

Using this as a general guide, you now have an outline for how much you can charge 
for different size classes based on your 1-1 PT rate in your facility. You can then apply 
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this to different pricing models (listed above) to determine package or drop-in 
pricing. 

 

Return on Investment (ROI) Examples: 

Model 1: Revenue Per Day (4 Classes) 

Class 
size 

Class 
rate 

Classes/ 
Day 

REV/Day Facility REV/Day 
(60%) 

Trainer REV/Day 
(40%) 

8 $15 4 $480 $288 $192 
12 $12 4 $576 $345.60 $230.40 
15 $10 4 $600 $360 $240 

 
*In a 5,000-member facility, to get 32 people involved a day (8 people x 4 classes), 
the facility must penetrate 0.6% of the membership each day. If 48 people are 
involved each day (12 people x 4 classes), the facility must penetrate slightly less 
than 1% of the membership each day. 

Model 2: Revenue Per Week (4 Classes Daily Offered 7 Days Per Week)  

Class 
size 

Class 
rate 

Classes/ 
Week 

REV/ 
Week 

Facility REV/Week 
(60%) 

Trainer REV/Week 
(40%) 

8 $15 28 $3,360 $2,016 $1,344 
12 $12 28 $4,032 $2,419 $1,612 
15 $10 28 $4,200 $2,520 $1,680 

 
Model 2: Annual Revenue Projections 

Class 
size 

Class 
rate 

Classes/ 
Week 

REV/Year Facility REV/Year 
(60%) 

Trainer REV/Year 
(40%) 

8 $15 28 $174,720 $104,832 $69,888 
12 $12 28 $209,664 $125,798 $83,866 
15 $10 28 $218,400 $131,040 $87,360 

 
 
Registration 

As stated before, registration needs to be easy, transparent, and must hold members 
accountable. Trainer and facility income relies on exercisers attending class sessions, 
and making sure every spot in class is filled. Consider one or all of the following 
strategies to make registration optimal for your members’ wallets and your business 
needs: 

• Allow members to register for classes online and see the group trainer name and 
number of spots available in any given session. 
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• In a committed model, a member has already paid for the service. Here are a few 
options to hold them accountable for attending: 

o Members commit to specific timeslots for the program for the pre-paid 
period. If a member cannot attend a class, they must switch to a different 
class, 24 hours prior to class time or lose that session. 

o Members can attend any session during the committed period, but must 
sign-up in advance for sessions. If they sign-up for a session and do not 
attend, they forfeit access to classes for 24 hours. 

• In other models, require members to cancel 12-24 hours prior to the session or 
forfeit the amount paid.  
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Easy Sign-Up Checklist 

Pre-launch Tasks: 

____ Determine the appropriate pricing model (structure and rates) for your 
program; remember to consider an appropriate model for the non-member 

____ Establish an easy and accessible registration process for participants 

 

Post-launch Tasks:  

____ Consider seeking participant feedback of the registration process bi-annually 
           or annually 
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FINAL THOUGHTS 

Launching your group training program is an exciting business opportunity for your 
facility and fitness staff. When executed well, it can reinvigorate enthusiasm within 
your membership and attract new prospects to your facility. Thoughtful planning will 
help you design an optimal business model and contribute to a successful program 
launch. Following the tools in this manual to evaluate and set in place the six core 
components of your training program will be a good start:  

 

 

 

 

However, with the industry and consumer’s training preferences changing rapidly, 
lasting success will require frequent assessment of your program, pricing, and staff, 
to name a few. Stay alert to the marketing and programs offered by your 
competition, and keep attuned to the momentum (or lack thereof) within your own 
group training program. Regular reflection and minor adjustments can help your 
program grow and adapt to stay relevant over time.  

Good luck as you imagine, develop, and roll out your new training program! For 
continued learning, find additional reading suggestions in the References section of 
this manual. 
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