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Overview
The 6 Stages of Fitness Business Growth is a roadmap that lays out each of the stages, 

Whenever you feel lost or confused (which will happen often if you’re challenging yourself 
to grow), pause for a time out.

Outcomes
Review the AUTO-CLOSER® course objectives and factors to being successful 
throughout your journey.

Growth Questions
Which of the 6 Stages of Fitness Business Growth do you see yourself in right now?

What are you most looking to achieve from this program, and what are you committed 
to doing on your part to get there?

Action Step
Post the 6 Stages of Fitness Business Growth somewhere you will see and review it every day.

prospective clients, get scared and uncomfortable when asking 
people for money, and struggle with valuing themselves and 
their time. We’re going to teach you how to solve each of these 
problems with the AUTO-CLOSER® sales system.

— Sean Greeley



10 AUTO-CLOSER®  |  Workbook & Study Guide

LESSON 1 – WELCOME

of business growth and development. That means that if you’re brand new and just 

we can help.

If you’ve been around a long time and have a multi-location operation that you’re looking 
to grow, build, and support a team for growth, we can help with that, too.

Over the last 10 years we’ve served over 24,000 businesses in 95 countries, so there’s 
not a single challenge we haven’t helped our clients navigate to grow their business as 
entrepreneurs. We’ve been listed seven times on the Inc. 500/5000 List of privately owned 
US corporations with the fastest growth. We’ve been recognized as the number one 
management training education company in the UK at the UK National Business Awards.

support you in growing your business, achieving your goals, and living your dreams.

Objectives of the AUTO-CLOSER® Program
The main objective of this course is to learn how to effectively communicate the value of 
your services
and how you can help them solve a problem or achieve their goals are the fundamentals 
to growing your company. Most service professionals struggle with articulating what they 

We’re also going to help you get the right pricing and packaging for your business so you 
 One of the most dangerous things 

in a business is to not have the right margins. It’s like having a bad song that’s not tuned in 
on the radio. Instead of tuning into the song, you just crank up the volume. It just makes 
a louder noise, right? Similarly, you’ll cause more pain in your business as you grow if you 
don’t have the right economics structured in your business model. We’ll help you get your 
pricing packaging set up for success.

Lastly, you’re going to need  When you 
learn how to sell, you will no longer be afraid of losing a client nor have to worry how 
you’re going to make money because you’ll learn how to make it rain.
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You will learn how to drive company growth and learn a system that gives you the 
 We’re going to help you gain 

those skills and put you on the track toward mastery.

Over the last decade in working with over 24,000 businesses, this is the framework and 
model we’ve developed to help businesses grow. We call it the 
Business Growth. Think about where you are right now and determine what stage resonates 

level looks like as you start to grow as an entrepreneur and grow a business.
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Stage One: Just starting out

part-time, it may still be a hobby for you, or you have another job that you haven’t left, but 

Are you going to enjoy it when it’s work and not just a hobby? Can you produce the 

At this stage, it’s all about surrounding yourself with others who are ahead of where you 
are. Get a clear vision and mindset of what that looks like by surrounding yourself with 
people who are full-time, who have careers, who have grown their business over the last 
several years and decades to get a glimpse of what the future looks like for you.

What are the things they worked on? How do they tackle some of the questions, doubts 
and fears that you may be facing right now? Stage One is about analyzing these questions 
for yourself to learn where you should direct your life.

STAGE 1

Follow your passion

Don't yet have the skills and 
experience needed to 

successfully serve clients

Have the confidence to 
successfully serve clients

Insecure about not having all 
the skills needed to succeed

Learn the craft

Helping clients achieve 
their goals

Unsure if you can be 
successful following fitness 

as a career path

Help clients achieve 
their goals

See a path toward 
following your passion as a 

full-time career 

GOAL

REVENUE QUALIFIER:

SUCCESSFUL
RESULTS

PROBLEM

Not applicable

!

Just starting out
DESCRIPTION
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working for another business for some time, or you’re creating your own business as a 
service provider or as a coach or personal trainer.

How do you charge a premium rate so you can make a comfortable living as a full-time 
coach or professional? The AUTO-CLOSER® course helps you understand the mindset, 
the vision, and sales. Learn how to communicate value, get your packaging pricing right, 
and develop a system for sales.
schedule, charge premium rates, and get enough income to support yourself full time.

STAGE 2

Help more clients commit to    
their goals 

Struggle to communicate 
with prospective clients in    
a way that inspires them     

to sign up 

Helping more clients 
achieve their goals

It's scary and uncomfortable 
asking people for money 

Charge what you're worth

Take pride in earning a great 
professional income 

Lack confidence in valuing 
yourself and your time

Fill my schedule with clients 
I love to work with 

Have a full schedule of great 
clients you love working with

GOAL

REVENUE QUALIFIER:

SUCCESSFUL
RESULTS

PROBLEM

< 3,000

!

Work full-time in the fitness industry
DESCRIPTION
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Stage Three: Start a business
This stage is for entrepreneurs who have been working for themselves for some time and 
have made the decision to open and grow a business as their long-term career.

Generally, in this stage, you’ve started to grow a business but right now you don’t have all 
the revenue you need to invest in getting your own facility and hire staff. You’re trying to 

At this stage, it’s all about building on your initial success, accelerating your growth, and 
creating more space to work on the business.
FAST-TRACK™ program.

STAGE 3

Start a business

Don't know what to do (or 
where to start) in finding 

new clients

Achieved 10k/month in 
revenue (with 10%+ net profit 

for two months in a row)

Training clients everyday is 
exhausting (especially when 

working split shifts!)

Build a client base

Can invest more time in 
working on the business since 

hiring a coach and 
outsourcing tasks

It takes time and patience to 
develop a strong service 

offering that you can confidently 
grow beyond yourself

Create the foundation to 
grow beyond being a solo 

operator

Clients are happy and churn 
is <4-15% for three months 

in a row

GOAL

REVENUE QUALIFIER:

SUCCESSFUL
RESULTS

PROBLEM

> 3,000

!

Ready to open and grow a business
DESCRIPTION
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Stage Four: Expand a business
This program is designed to serve those committed to long-term business success. At this 

all work.

How do you create consistency and success as you grow the business? This is the time to 
get serious and committed about that journey, about developing a real long-term business 
plan that you’re going to work on for a year, two years, three years, or more. This is 

growth. You grow your personal income and reinvest in your business to continue growing 
the company.

At this stage all the same aspects and success factors apply, but we take them to another 
level. It becomes more about shaping the path for the business to run without you.

In this stage, you focus more on the sales, marketing, and retention aspects. You’re 
building the team that’s going to allow your business to grow in the future. Your team 
starts to really matter in Stage Four and going into Stage Five.

STAGE 4

Expand a business

Don't have the people     
and systems in place 

needed to consistently find 
and retain clients

Achieved 25k two months in 
a row (with 10%+ net profit 

for a  full quarter)

It’s scary when business costs 
(and financial pressure) are 
rising with risk of not being 

able to meet your obligations

Create consistent profitability     
as you grow

One months operating 
expenses in savings

Impatient with finding solutions 
to the bigger challenges the 

business must now solve

Define and achieve 
progressive financial goals

Have a trainer or admin in 
place, taken a one week 
holiday, and the business 

grows by at least one net client 

Committed to long-term business success
DESCRIPTION

GOAL

REVENUE QUALIFIER:

SUCCESSFUL
RESULTS

PROBLEM

> 10,000

!
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Stage Five: Mature a business
This stage is for those who want to lead a team that grows your business with you. 

a bigger mission than you could ever do on your own. It’s a big transition for most 
entrepreneurs as they get away from being the person who does it all to build, develop, 
and empower other people to be better than you are in many aspects of business growth 
and entrepreneurship.

world, and create a foundation for the business to run, whether you’re there or not. Clients 
still get trained, sales still get made, leads and prospects still come in the door, everything 
is happening. It creates more space and more leverage for you to do more of the things 
that you love to do. For some people, it’s spending more time with their family. For others, 
it’s building an empire with more locations or franchises. Whatever that journey is for you, 
you’re building yourself as a leader to develop your team.

STAGE 5

Mature a business

Lack the leadership and 
team required to continue 

growing

Achieved 50k/month for a 
quarter (with 10%+ net profit 

for two quarters in a row)

Frustrated trying to grow 
without a team that can figure 

things out on their own

Lead and empower a team to 
manage day-to-day operations

Two months operating 
costs in savings

Scary knowing you've got 
more to lose if something 

goes wrong

Create stability and freedom 
to pursue new dreams

Have a manager in place, two 
staff trained in sales, take a two 
week holiday, and your business 
grows by at least two net clients

Lead and empower a team to grow a business
DESCRIPTION

GOAL

REVENUE QUALIFIER:

SUCCESSFUL
RESULTS

PROBLEM

> 25,000

!
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Stage Six: Achieving your goals and ready for the next challenge

We helped a lot of entrepreneurs achieve great success. Once you achieve your goals, 

entrepreneurial skills to take on new projects that you enjoy?

a fun phase of the journey. We have some clients who are here now that we get to spend time 
working with. It’s fun to see many entrepreneurs at this stage continuing their journey with NPE.

Which stage do you see yourself in? Are you at Stage Two? Stage Three? What phase of 
the journey are you in? What are you most looking to achieve from this program? What are 
you looking to learn?

You’re going to have to do the work. We can’t do it for you. What are you committed to 
doing to get to where you want to go? We’d like to know. We want to hear from you.

STAGE 6

Pursue new dreams

Don't have all the answers 
required to conquer new 

challenges

Achieving bigger goals

Excited about new 
opportunities to learn and 

grow

Get inspired and challenged 
to continue learning and 

growing 

Have brought your             
dreams to life

Driven to succeed with new 
goals you once thought 

impossible

Live your dream lifestyle

Living your dream lifestyle

Achieving goals and ready for 
the next challenge

DESCRIPTION

GOAL

REVENUE QUALIFIER:

SUCCESSFUL
RESULTS

PROBLEM

> 50,000

!
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Overview
The NPE Client Success Principles are born out of the last decade-plus of working with 
over 24,000 businesses in 95 countries. There’s not a single challenge or problem that 
you’re going to face that we haven’t been through before with many, many, many clients 
across the world. These are our principles of success.

Outcome

Growth Question
Which two NPE Client Success Principles resonate most with you and why?

Action Step
Post the Client Success Principles somewhere you will see and review them every day.

If you want to be successful, 
you’ve got to take responsibility 
for where you are now, where 
you want to go, and do the 
work to grow yourself and your 

— Sean Greeley
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The NPE Client Success Principles are born out of the last decade-plus of working with 
over 24,000 businesses in 95 countries. There’s not a single challenge or problem that 
you’re going to face that we haven’t been through before with many, many, many clients 
across the world. These are our principles of success.

There are a lot of times when strategies will change.

The strategies we use for customer acquisition today, some additional marketing tactics, 

they’re going to be different in the future.

But the principles we’re going to talk about here are never going to change. They are the 
fundamentals of success.

When you follow them, you’re going to be successful always, no matter what. We want you 
to learn and embrace them into your core being, and integrate them into the way that you 

1. Personal responsibility
You’ve got to take responsibility for your success. No one else can do it for you.

There are so many times when we want to blame other people, the economy, our staff, our 
clients, lack of money, or lack of resources. At the end of the day, it’s all your responsibility.

If you want to be successful, you’ve got to take responsibility for where you are now, where 
you want to go, and doing the work to get there. No one can do the work for you. Yes, 
you should be investing in support, and surrounding yourself with people who are going 
to pull you forward.

But you’ve got to do the work.

No one can do the work for you. You’ve got to do it if you want to 
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2. Have courage, practice faith.
As a business owner, as an entrepreneur, you’re going to face a lot of big challenges along 
the way.

There are going to be scary times, and there are going to be things that will set you back.

Some of those are going to be in your control, and some are going to be outside of your 
control. They’re just going to be things that happen. That’s part of life. That’s part of the 
changing business climate we live in. It’s scary.

There are times when you don’t know if you’re going to make it. You won’t know how you 
can survive or how you can come back from a big challenge.

The most important thing is to have courage that you are going to be okay.

The right things are going to happen.

Have some faith.

Believe in the future.

Believe in the possibility and the opportunity you have to make your future whatever you 
want it to be.

3. Your business is not different
I can’t tell you how many times we’ve heard people say, “Well, this doesn’t apply to me 

The fundamentals of business success are the same for every business. Every business 
must focus on customer acquisition, serve their customers, deliver value, and manage the 
team and the systems well to continue their journey.

It doesn’t matter if you’re a CrossFit facility, if you’ve got a yoga business, Pilates, kettlebell 
gym, semi-private training, or run an outdoor boot camp.

Everybody must deal with the same challenges and the same fundamentals to grow 
a business.
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Your methodology—the way you deliver services—doesn’t matter. It’s all about customer 
acquisition, customer retention and service, and managing operations, team, leadership, 

4. Follow the dang instructions
You invested to work with NPE because you believe we can help you.

Just like when you work with any coach relationship, don’t try to reinvent the wheel. Just 
follow the instructions you’re given.

When you reach a decade of mastery working with 24,000 businesses in 95 countries then 

It’s like a training client coming to you and they’re going to tell you how to write the 
program and what they should do for the workouts and what they should eat.

Can you help that person?

You can’t. They’ve got to follow you.

And you’ve got to follow us. You’ve got to listen to the instructions you’re given and 
be coachable.

Be a good student.

We’ve had members who were failing in their businesses for years, even as a client of NPE. 
One of the number one things they said that turned their business around and allowed 
them to have their best year ever and win our awards is because they decided to become 
coachable.

what we’re told to do and we’re going to let it play out.”
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5. CVPMGP: Core Values, Purpose, Missions, Goals, and Projects
It’s important to know what you stand for.

Purpose decides what’s important to us.

Why do you do what you do?

Why are you getting up to go to work every day to build a business, to have something 
more for yourself and your family?

You’ve got to have that purpose inside you.

Where do you want to go? That’s the mission. The mission is the direction you’re leading 
yourself, your team, and your company to go and grow.

Goals and projects are the how. They are how you get there.

success, and you’ve got to have those things in alignment.

The core values must be aligned with the purpose, the purpose with the mission, and the 
mission must guide the work you and your team do every single day. When you get that 
alignment, when you’re clear on those, you’re going to wake up productive, you’re going 
to move in the right direction, and it’s going to keep you on the right track.

6. Value = Client Experience + Relationship + Results
The value we create in the service business, and that you create in the service business, is 
in the eye of the beholder. The client judges whether they’re getting the value they want 

We create value by focusing on a few different pieces of the equation.

Look through their eyes as they walk through 
your doors and are greeted by your facility; look around the facility, the operations, how 
they’re engaged by the team
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The relationships your clients develop with you, with your team, with other members of 
your facility, other clients in your business, partners—they all deliver value.

Many people are busy with work and family. But the gym becomes a huge part of their 
life. The relationships they have with the people who are part of that journey with them 
become a huge part of their life.

Lastly, results.

You’ve got to know what results your clients are looking for, and make sure your program 
delivers. Make sure you’re serving people in the way they want to be served and helping 
them reach their goals, whatever they are.

There are different goals for different types of clients, different demographics, and 
different types of businesses. Know what those goals are and make sure you’re leading 

When you focus on delivering great value to clients, especially in the service business, the 
price is almost irrelevant.

because of the value you’re creating and delivering to them.

That’s important.

When you have a service business, there is a lot of price elasticity in what you can charge. 

Which are you going to be, and where do you need to be priced at and positioned at to 
be successful?

You better be the best.

At the end of the day, to be the best you’ve got to deliver great value. That’s how you not 
only attract customers but how you keep them too, and they will say a lot of nice things 
about you as your business grows.
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7. Get your crap together
There’s so much wasted energy from being disorganized in your work, in your work 
environment, your desk, or your computer.

That could mean better managing your time, managing your environment, managing your 
workspace, or managing your schedule. All those things matter.

The more you get yourself together, the more you’re going to be on track to be successful.

It is not about how much you make.

We’ve seen so many clients chasing large revenue numbers in their business, but if you 

It’s not about how much you make; it’s about how much you keep.

One of the things that we’re going to press in our training with you is to look at the 
numbers in your business, and make sure you’re tracking what you’re selling, what 

Your business can provide jobs. It can create more income for you and your family.

When it’s not, that’s when you struggle, when you’re looking for money just to pay bills.

It’s important to create the right margin in your business. We’re going to help you look at 
those numbers, evaluate them, make them better and continue to improve them over time 
as you grow.
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9. Know your numbers
If you don’t know the numbers of your business, you cannot make good business decisions.

A lot of people do this.

They make decisions based on emotion, based on their feelings in the moment.

That is the wrong way to make long-term decisions for long-term business success.

good. The instruments tell them where the plane is and if the plane is on course. They learn 

You must do the same with your business. You must learn how to watch the numbers, 
make decisions and drive the business in the right direction based on those numbers.

We’re going to challenge you to get organized, to know the numbers, and to have the 
right data you need to make good business decisions.

10. Commit to results, not activity
It’s so easy to get lost in being busy.

There’s always endless things to do as a business owner, especially through every stage of 
business growth.

You can be busy doing marketing, administrative work, and working with clients. There are 
so many hats you must wear, especially as your business grows and you don’t have all the 
team or support you need around you.

It’s very easy to confuse being busy with being successful.

They are not the same thing.

It’s about results. Make sure that the time you spend is measured and delivers a return for 
the company to move in the right direction.



1. Personal responsibility
Take active responsibility for your success, because no one else can do it for you.

2. Have courage, practice faith.
As a business owner you must attack your fears to grow.

3. Your business is not different. 
The fundamentals of success are the same for every business... including yours.

4. Follow the dang instructions. 
Don’t reinvent the wheel, just follow the dang instructions.

5. CVPMGP
Know WHAT you stand for, WHY it’s important to you, WHERE you want to go, 
and HOW you are going to get there.

6. VALUE = CE + R + R 
Value is perceived by the client experience, relationship and results you deliver. 
Focus on delivering value and price becomes irrelevant.

7. Get your crap together.
No explanation needed.

8. Margin = Profitability
It’s not about how much you make, it’s about how much you keep.

9. Know your numbers. 
Always.

10. Commit to results, not activity. 
Don’t get lost in activity, hold yourself accountable to results.

®

Client Success Principles

© NPE GROUP, LLC. All Rights Reserved.
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Overview
This is one of the most important lessons because if the economics of your business model 
are wrong, you will never succeed. This is where we make sure that your business is setup 
for sustainable success.

personal training is 60%. For semi-private and group, it’s 75% or higher. You can use the 
margin calculator to determine when you can add more classes.

You need to implement these prices for all new clients immediately because this is what 
you’re worth.

Outcome

Growth Questions
We’ve talked a lot about pricing and packaging throughout this lesson. Why is it 
important that we get this right?

What are the insights you’ve learned about your business by going through this lesson 

What changes do you need to make to your pricing and packaging to be successful?

What challenges do you see with implementing the changes? What is your plan to 
work through those challenges?

Action Step
Use the Packaging & Pricing Tool to ensure your pricing has appropriate margins built in 
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This is one of the most important lessons in this level because going back to our Client 
Success Principle number eight:

And this is where we get your margins!

This is where we make sure that your business is setup for sustainable success.

We’ll cover how to package your services to deliver what your clients need and how to 

Packaging

training services.

Whether it’s private training, semi-private training, group training, boot camp, it doesn’t 

Why do we need this? Two reasons:

1. 
we can’t effectively plan or create the strategy to get you from where you are today to 
where you want to be in the future.

2. It’s great for your clients because they must commit to the timeframe required to 
achieve their goals to get the results they’re looking for.

We recommend naming the programs based on the commitment length. You can play 
around with this.

12 months, that’s totally committed.

or something like that.

But the program name should speak to the program length—the commitment—to create 
a tiered structure.
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For determining private and semi-private training visits per week, we recommend options 
of two times a week, three times a week, and four times a week.

For the monthly investment, make sure you don’t put the total package value.

and the monthly investment is 500.

That’s a 1,500 package.

But most people make budgeting decisions based on what they’re going to pay month 
over month.

Make sure you present the monthly investment, not the total package value.

But for visits per week, it’s best to add unlimited and twice-a-week options, and a 
corresponding monthly investment.

Pricing
All pricing, not surprisingly, starts with your margins.

Margins are nothing more than the difference between what a client pays you for training 

The equation:

Session Rate – Coach Pay
Session Rate

=  Margin
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Example: Margin
Let’s use private personal training. 

We’ve priced our PT sessions at 75 per hour. 

We’ve set coaching pay at 25 per hour.

75 (the session rate) minus 25 (the coach rate) equals 50.

Divide 50 by the session rate of 75 and that spits out        
a margin of 67%.

75 – 25

50

= Margin

= Margin

= Margin

= Margin

75

75

75

67%

That’s a good margin. We’ll talk about some guidelines, but for private training your margins 
need to be over 60%. The business needs to keep at least 60% from each PT session.

One of the most dangerous things in a business is to not have the 
right margins. It's like having a bad song that's not tuned in on the 
radio. Instead of tuning into the song, you just crank up the volume. 
It just makes a louder noise. Similarly, you’ll cause more pain in your 
business if you don't have the right economics set up for success in 
your model as you grow.

— Sean Greeley
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Margin Calculator
If you don’t want to do all that pen and paper work to get your calculations, we have a 
margin calculator tool for you.

Before we walk through the tool, let’s go over a few key things.

It’s important that the session rate you plug into the calculator is your 12- month PT rate. In 
other words, it’s the least amount that a client can pay per session to train with you.

On the other side, the coaching pay is the highest that you’ll pay a coach to do that session.

If you have a tiered coaching system with trainers and lead trainers and head trainers, this 
is going to be the rate that your head trainer would get per session.

By setting session rate at the lowest it will be for a client, and coaching pay at the highest 
it could be for a coach, any deviation from that is going to be a change in the margin in 
your favor.

No matter what happens, your margin for that service will not be below what we 
calculated it to be.

Example: Margin Calculator-Private Training
We’ve got a session rate of 80. We’ve got coach pay at 24. That means for a 12-month 
commitment, a client is paying 80 per session and a coach is getting 24 per session. That 
yields a margin of 70%.

PRIVATE TRAINING

Session Rate 80.00

Coach Pay 24.00

Margin 70%

higher than 80 per session. Therefore, our margin goes up.

On the other hand, if we have a 12-month client, but we have a newer coach in there and 
it’s a 20 per session pay rate, that margin’s still going to go up because it’s going to be 80 
over 20, which is 75%.
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It’s super-important that the session rate is the lowest it could possibly be for a client, and 
the coaching pay is the highest that it could possibly be for a coach.

Don’t have coaches working for you yet?

We always get the question, “I don’t have coaches yet so I don’t really need to do this, 

Wrong.

point, unless you plan to be a one-man or a one-woman show forever, you must hire 
coaches.

We want to plan and set your pricing from the beginning so that when you do hire folks, 
you don’t have to change the entire business model.

If you don’t have coaches yet, use your best guess of what you’re going to pay them.

Let’s look at the margin calculator before we go any further.

Let’s say that my session rate is 50. I’m going to pay a coach 30 per session.

That’s going to yield a margin of 40%.

Right away you’re going to get a red bubble and that’s going to let you know you’ve got 
to change one or both variables.

You can either decrease coaching pay to get that green bubble, or if you want to keep it at 
30, you can increase your session rate and still get that green bubble.
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With all these, there are two variables you can play with.

To get your margins right, you either must A) pay your coaches less or B) increase your 
session rate.

Remember, business success starts with margins.

You can pay down any debt you may have incurred to open a business, put money into 
savings for a rainy day, reinvest in your continuing education, or invest in the member 

Success starts here; you’ve got to get this right.

You’ll also see calculations for semi-private and for group training.

The way we calculate that is going to be the same.

Example: Margin Calculator – Semi-private and Group Margins
Take your total monthly revenue from semi-private. Let’s say that’s 10,000.

it’s 80.

You pay your coach 35 per session.

That’s a margin of 72%.

That’s going to give you a red bubble and you’re going to say, “Wait a minute. You just 
told me that the minimum margin was 60%, and everything above that was green.”

That’s true for private training, but as we move into semi-private and group training, your 
margins need to be higher to sustain a healthy business.

We’re looking for no less than 75% for a healthy margin.

If you have any questions on how to use this margin calculator, please feel free to dive into 
the lesson forum and ask any questions you have about this tool.

any questions.
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Margin Guidelines
The absolute minimum for personal training is 60%.

For semi-private and group, it’s 75% or higher.

Our most successful clients are 80 to 85% for their group training.

But what if you are a new gym? What if you don’t have any historical data in terms of 
monthly revenue, in terms of sessions offered, etc.?

make sure you’re priced appropriately.

A lot of new gym owners make the common mistake of opening immediately with too 

They think, “The more classes I open, the more people I’ll be able to attract.”

This KILLS your margins. Don’t think like that.

You must think like a business owner here. The success or failure of your business is driven 

If you open too many classes, they are going to turn into private training sessions.

a waiting list before you open a new class time. You’ve got to make sure that the interest 
level is there so it makes sense from a margin perspective.

Estimating Revenue
To estimate revenue, if you’re just opening a new gym, you’re going to take your 12- month 
membership rate and multiply it by the number of members that you can REASONABLY 

Be conservative here.

Let’s say that you open and have 40 classes a week.
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Assuming there are four weeks in a month, that’s 160 sessions.

With 160 sessions, if you bring in a monthly revenue of 10,000, that leaves you with a 
margin of 68%.

The red bubble shows up, so you know that’s not good enough.

Cut a handful of classes each week. Let’s cut about one class per day and go from 160 
down to 130 classes per month—same monthly revenue, same coaching pay at 20 
per session.

Now your margin is getting there, but it’s still not quite green.

Cut another class per day. You’re still offering 100 classes per month, which is roughly 
25 per week with the same coach pay of 20 per session, but now you’ve got a healthy 
margin. You can see that 80% is green.

See the importance of starting with a smaller number of classes until you can grow?

The cool thing is you can use the margin calculator to determine when you can add 
more classes.

Now, you want to add one class a day, which is 130 classes per month.

With the monthly revenue of 10,000, you can’t afford to do that because your margins are 
going to be in the red.

add those classes.

As soon as you hit a monthly revenue of 10,500, you can safely add one class a day, keep 
your coach pay the same AND have a healthy margin.

When you grow your business like this, you’re doing so in a sustainable manner because you 

That’s critical to your long-term sustainability.
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Determining Your Prices

A few guidelines:

Start with private training.

Then set semi-private at least 60% of that.

Group classes can be anywhere from 15–25% depending upon your model class size 
and a couple other factors.

Take your 12-month private training rate directly from the margin calculator (the 
session rate you calculated to give you the healthy margin). Plug that number into the 
pricing calculator.

5–10% increase going across.

Twelve months is the cheapest.

Three months is 5–10% again.

PRIVATE TRAINING PACKAGES

Sessions/Week Annual Sessions 12 Months 6 Months 3 Months

4 208 1,387.00 1,473.00 1,560.00

3 156 1,040.00 1,105.00 1,170.00

2 104 693.00 737.00 780.00

12 Months 6 Months 3 Months

80.00 85.00 90.00

The margin calculator tool is going to automatically populate all these pieces.
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All pricing is based upon the session rate we know will give us the right margin. We take 
the guesswork out of setting your private training sessions.

This is how you’re going to present the options to your prospect during the sales consultation.

Again, we’ve got the programs, the commitment, the visits per week.

Now we display the monthly investment. We always talk in terms of a monthly investment, 
never in terms of a total package size.

In group training, we recommend you set your unlimited price at the four times per week 

correspondingly higher monthly investment for a shorter commitment.

For the two times per week option, you get a little bit of artistic license to show the value 
of your unlimited membership.

In other words, if we were to do a strict calculation (and we’ll use this 12 months here as an 

The math would tell me if I do two sessions a week, that’s half, then the investment for that 
should be half at 104. But what that doesn’t do is frame the value of your unlimited. That’s 
where your artistic license comes in.

If I were setting prices here, I would set my unlimited at that four sessions per week at 208, 
and then I would set my two times per week at 159 or 149 to highlight the value of going 
with that unlimited option.

Let’s go through that right-hand side of the worksheet. Reset it to the values that we used 

You’re going to do 80 per session and you’re going to pay the coaches 30 per session. 
That’s a healthy margin at 63%.

Now take that 80 and go to the right side to enter 80 into 12 months, and do a slight 

Then your prices are going to be automatically calculated.

Same thing with semi-private.
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The sheet is set up so that the number automatically calculates 60% of the private 
training package.

That shows the absolute least you can charge for semi-private and maintain the right 
margins. You can always go up, but you can’t go down from that.

If you put those three numbers in, it’s going to automatically populate the 
monthly investments.

new pricing.

You can change the program names if you want to.

Fill in the monthly investments.

At the bottom, you’re going to certify that your prices pass the margin test of at least 60% 
for private training and 75% for group classes. That’s going to be part of your homework, 
but we’ll discuss that in more detail shortly.

You need to implement these prices for all new clients immediately because this is what 
you’re worth.
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LESSON 4 – THE 7.5 STEP COMMUNICATION PROCESSWhat you think about becomes reality. If you think negative 
thoughts, in many ways, that’s the world that you create.

— Sean Greeley

Overview
Our mindset dictates our future. Most people who are starting out often consider the sales 
mindset a negative one. They think they’re taking something from someone, when in fact 
they’re giving them an opportunity and a path to get to where they want to go. If you’re 
good at what you do, you’re creating value and helping people. You’re selling solutions.

Sales is about understanding someone and leading them to where they want to go, which is 
the same thing a good coach does. It’s an opportunity to help people accomplish their goals.

Every time you lose a sale, you’ve lost an opportunity to change someone’s life. For you 
to be successful long-term, you’ve got to take care of yourself, your team, and your clients. 

It’s fair for you to be compensated for the work you’re doing. It’s the reward you deserve 
for creating great value in the world. Don’t devalue yourself.

You need a process that creates connectable success every time. You need the 
AUTO-CLOSER®

That’s what we’re going to teach you.

Outcome
You will be able to identify the challenges brought by your current sales mindset, and 
begin applying a world-class sales process this week.

Growth Questions
When have you struggled with a negative sales mindset in the past?

What will best help you to keep a positive mindset about salesmanship?

How can you develop and maintain a positive sales mindset?

Action Step
® mock consultation.
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The Sales Mindset
Your mindset shapes your future.

What you think becomes reality. If you think negative thoughts, in many ways, that’s the 
world you create.

If you believe the world is hopeful and there’s opportunity, and that there are great things 
ahead for you, there will be.

We get to dictate our future by our mindset.

This also relates to sales. If you adjust your mindset, you create the soil for your business 
to grow in. At the end of the day, your mindset determines your success.

We’re going to look at the challenges of a negative mindset, and a lot of common 
misconceptions that people have that challenge their mindset around selling, so you can 
start learning how to think like a champion.

As a coach, as a business owner, all those things go in line.

They’re not different from each other.

If you’re good at what you do, you’re creating value; you’re helping people.

The way you think about that is important.

Think of a moment when you helped someone overcome a struggle.

Maybe a client you worked with had a problem they were dealing with, or a goal they 
wanted to achieve.

Think about the difference you made in their life. How did you feel about helping that person?

How did it make you feel as a coach, as a business owner, to help someone change their life?

If you’re just starting off in business, think about someone else you helped at some point, 
and how that made you feel.

How did the person you helped feel? What great things came out of their life because of 
your support, your guidance, your coaching or mentorship?
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It’s about their goals, not your programs.

If someone doesn’t decide and commit to that journey, then nothing you do can provide 
any value to them. They’ve got to make that decision and commitment.

Salesmanship is the art of helping them see that clearly and make the decision that moves 
them toward the path of achieving their goal or solving their problem.

Fear of Selling
For most people just starting out, the sales mindset is often a negative one.

They’re afraid of sales.

When they think of sales, they think of a used car salesman, someone who’s going to sell 
them something that’s not going to work.

They think of someone that’s taking advantage of people and manipulating them.

They think selling is slimy.

They’re fearful of closing a deal or closing a contract because they think they’re taking 
something from someone, when in fact they’re giving them an opportunity and a path to 
get to where they want to go.
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Overcoming Fear of Selling
We’ve got to reset this.

wants a membership. You’re not selling training sessions because, frankly, no one wants 
those, either. You’re not selling community, and you’re not selling contracts.

You’re selling solutions. People want a path to solve a problem or achieve a goal.

As a coach, that’s what you’re doing. You’re helping them with that. You understand that 
clearly, and you are helping the prospect understand that clearly.

This is critical.

You need to help them understand it so you can guide them in the right direction, and 
guide them in making the decisions that are going to lead them where they want to go.

They must make those decisions and commitments.

They must do the work. You can’t do it for them, but you can help them to see clearly and 
make the best choice. That’s what we do as a coach, as a leader, and as a mentor to the 
clients we serve.
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Value
Now, let’s talk about value.

much for these services. I can’t ask people for that much money.”

What you would pay doesn’t matter. You are not your customer.

What does matter is how much the market you’re going after will pay.

It doesn’t matter what other competitors are charging either because they’re not you. 
Don’t be sucked into that.

A lot of people wonder if they worth that much.

They struggle with prioritizing their own value.

A lot of professionals in the service industry are there because they want to help people, 
but they devalue themselves, and not looking after themselves or their own goals 
and vision.

For you to be successful long-term, you’ve got to take care of yourself, your team, 
and your clients.

Everybody has to win. It’s got to be a win-win-win system.

That starts with you. You’ve got to be healthy. And it starts 
with your mindset.

coffee at Starbucks versus a dollar for a cup of coffee at 
the petrol or gas station? It’s just the same coffee, right?

to Starbucks and the environment and the music and the ambiance. They would rather 
purchase coffee in that environment. Everybody has different priorities in what they value. 
It can be the same product. It’s a commodity. It’s coffee. They perceive one is better than 
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Don’t Compete on Price
A lot of people are afraid to charge more because of what the person down the street or 
across town is charging for the same services.

It doesn’t matter.

Think about the car industry and buying a Honda versus a Mercedes.

Do you think Mercedes-Benz cares at all what people sell Hondas for today? No.

They’re Mercedes-Benz.

what other people are charging for Honda because that’s not their market. They service an 

Always remember that your price is also a sign of perceived value.

People pay a lot more for a Mercedes automobile because they perceive it to be a better 
vehicle. It’s about perception and about focusing on positioning your product or service as 
the best in its category for the market you want to serve.

That’s the key.

Know the market you want to serve.

Know how to position your business and your pricing to be perceived as the best in the 
space for that market.

You’re either the cheapest or the best.

They want the best because it’s something they care about. It’s an emotional problem or 
goal they have. They want to get the best support they can to help them to grow.
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You Are Valuable
Am I worth that much?

Well, if you believe in your ability to serve people, and you’re committed to serving them, 
then yes.

You’re committed to giving them the best support you can to help them grow.

their happiness and their well-being?

That’s worth a tremendous, unlimited amount of money.

A lot of people who are very wealthy will tell you their wealth means nothing if they don’t 
have their health.

It truly is because you can’t buy it, but you can invest in it and support it with guidance, 
membership, and a coach to get to a better place.

Most of all, remember that your goals, you, your beliefs, your dreams are worth that much.

It’s appropriate. It’s fair for you to be compensated for the work you’re doing—and the value 
you’re creating in the universe—to move you in the direction of where you want to go.

It’s a reward you deserve for creating great value in the world. Don’t devalue yourself. 
Too many coaches do that.

The Sales Process
When you think about sales, what comes to mind?

Do you think about sales being slimy? Do you think it is about manipulating people? Do 
you think it’s a high-pressure situation?

Maybe you think about the used car salesman who’s selling you a car that’s going to cost 
a lot and not going to work? Do you think about manipulative people when you think 
of selling?
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That’s not what sales is.

Sales is about understanding someone and leading them in the direction of where they 
want to go, which is the same thing a good coach does.

If you’re a good coach, you’re going to be a great salesperson.

A lot of people think that being a good salesperson means you need to talk a lot and be 

I found after 10+ years of coaching people in sales that often more introverted 
personalities are the best salespeople because they listen more than they talk.

In sales, that’s very important.

You’ve got to be a great listener. You’ve got to be focused on serving and listening to the 
person in front of you to help them grow.

Shifting to a Sales Mindset
It’s time to change your paradigm with the way you think about selling.

Sales is an education process.

If the prospect knew how to get to where they want to be, they wouldn’t need you. You’re 
there to educate them. You’re there to coach them, mentor them, and guide them along 
the way. They need your help.

If people knew what the difference was between one gym and another, one coach or 
another, they also wouldn’t need your help.

They don’t understand the distinctions in the market and what differentiates one service 
from another. You’ve got to help them understand why you’re best positioned to serve 
them, and why you’re the best choice.

It’s an opportunity to help people accomplish their goals. You’re serving them.

Remember, selling is serving.

This is very important.
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We’re not serving people if we’re not giving them an opportunity to make a buying 
decision that’s going to move them forward to where they want to be. That’s what we’re in 
the business of.

In the health and wellness industry, we’re in the business of changing people’s lives. 
Nothing changes until your prospect makes a commitment to solve their problem or 
achieve their goal. That’s what it’s all about.

I believe—and we believe at NPE—that it’s your professional obligation to embrace this 
process because if you don’t, your business is going to decline.

You’ll never grow. You’ll be failing the people that you say you truly want to help.

If you want to help people, then you’ve got to help them make that commitment that’s going 
to lead them to where they want to be. That’s why it’s so important for you to learn how to sell.

Every time you lose a sale, you’ve lost an opportunity to change someone’s life.

They’re going to leave. They may never even work with a coach. They try it on their own 
for a week and they fail. They just never get to where they want to be.

You’ve got to help people make that decision and commitment to get to where they want 
to be.

You owe it to your prospects, you owe it your business, you owe it to yourself to have a great 
system in place. A great system that consistently communicates the value delivered helps 
people understand, and it allows your business to grow and thrive and serve customers.

That’s what we’re in here to do: to serve customers and create value.

Money is a Tool
A lot of people think that money is something they take from someone when they close 
a sale.

You can build a home or school. You can build great things, or you can throw it and break 
windows. It’s a brick.

The brick did not build the school or break the window. The person who possessed the 
brick did that.
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Money is a tool. It’s what we do with it that counts. We can do great things with money, or 
we can do bad things.

Money is there, and it’s on us to help people and to do great things. That great thing is 
going to be serving people and growing your business. That’s the greatest thing of all.

Don’t think that if you charge less that’s a good thing.

Remember, the more committed clients are to their goals and your program, the more 
likely they’re going to be motivated to stick with it.

They’re invested in this process. They’re going to show up.

If there’s not much commitment, then it’s easy for them to cop out. We want them to be 
committed. When we put money down, we invest in our wallet. We’re committing. We’re 
committing to our goal. We’re committing to that dream, and making an investment in 
that process.

A Formal Sales Process
When it comes to the sales process itself, you can’t wing it.

Most people start out by winging it because they lack a formal sales process. They wait to 
meet people and talk boisterously and think they’re going to sign people up.

You need a process that creates connectable success every time. You’ve got to have 
consistency to be scalable. Without a process, you can’t scale. You can’t train other people 

you and your team.

That’s what we do with the AUTO-CLOSER® system. We’ve been teaching this for a 
decade now to thousands and thousands of businesses all around the world.

how to do.

There are seven and half steps to qualifying and consulting with prospective clients. I’m 
going to take you through each one.

the phone before you get face-to-face. That’s why we call it a half step.
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Then when you’re face-to-face, there’s rapport building, probing discovery questions, 
identifying needs, problem building, presenting the solution, and, when you’ve done it 
right, closing the sale.

which we call objection handling.

down and take you through each one in the remaining lessons.

The Sales Mindset
Think about the sales mindset and your mindset today.

When in the past have you struggled with a negative sales mindset? What will best help 
you keep a positive mindset about salesmanship?

You’ve got to believe you’re truly making a difference. You’re there to help people. You’re 
there to help people commit to their goals, solve their problems and get them to where 
they want to be.

How do you stay in that state? How do you keep believing the positive things that are true 
about helping people?

You’ve got to be in the right frame of mind to support people.

How can you continue to work on developing and maintaining that positive mindset?

You’ve got to work on developing and maintaining it all the time. You’ve got to constantly 
be positive, be focused on serving people, and keep the right mindset when you’re in 
front of prospective customers.

It gets tough because you’ve got other things going on in your life or in your business that 
may not always be positive.

Life is full of ups and downs, but when we’re sitting in front of a prospect, you’ve got to be 
positive. You’ve got to be hopeful. You’ve got to give them the courage and belief they 
need to help them grow.

How do you maintain and develop that over time?

Watch the AUTO-CLOSER®


