ARE YOU READY TO:
Grow Your Knowledge?
Grow Your Mindset?
Grow Your Impact?

2017 Gym Owner’s Growth
Summit Playbook
Sept 27-29, 2017 I 8am - 5pm (CT)
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LETTER FROM

Clay

Our gym community is a special place.
It’s been “home” for me on many
levels for almost 10 years. Not only
has it personally changed my life as I
committed myself years ago to fitness
and getting in shape for myself, my kids
and my wife. But, it also has become an
integral part of the way I make a living
for myself and my team as we help gym
owners brand and market themselves
for success.
Because of how I’ve benefited from this
community, I’m fiercely loyal to doing
my part to provide the absolute best
training opportunities for you, as a gym
owner, to flourish in your business.
As I continued to increase my
knowledge in our areas of specialty at
321Go of Marketing, Branding, and
Website Design, I kept coming across
virtual summits in other industries.
Since nothing like that exists in our
community, I started dreaming about
what this could be like. I began to
explore some “what if’s” with my team.
What if we could create a powerful
Summit experience online so people
didn’t have to spend a lot of money
and time away from their gyms? What
if we could assemble the top respected
names in the industry as speakers?
What if we could pack it full of valuable
information to help gym owners grow
personally and professionally? What if…

Over the last year, all those “What if’s”
turned into a reality with the 1st Annual
Gym Owner’s Growth Summit, and we
couldn’t be more excited.
The lineup of speakers we have
assembled is just incredible. They have
worked hard to build a reputation that
is respected by many. They have fought
through the tough times to come out
stronger. And many of them have
invested much of their lives into this
community to make it what it is. These
women and men are some of the finest.
Thanks for joining us for this Gym
Owner’s Growth Summit. We hope it
challenges and encourages you to Grow
Your Knowledge, Grow Your Mindset,
and Grow Your Impact.
Feel free to drop me a note anytime at
clay@321goproject.com if you’ve got
questions, or want to share your story of
growth! I always love hearing from you
guys and will do my very best to respond
quickly!

Here’s to your success!
Clay Weldon
Founder, 321GoProject
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BUSINESS
CHECK UP RESOURCE

The Business Check Up is a roadmap to
identify what areas of your business to work
on and in what order.
You’ll score 3 key areas of business:
1. Operations: Basic & Advanced
2. Marketing: Basic & Advanced
3. Financials: Basic & Advanced

To see the complete course on how to baseline
where your business is and begin tackling what
improvements to focus on, check out the
Hub platform.

GET YOUR SUMMIT 30 DAY PASS FOR $69
and the 30 day Hub trial for an extra $1
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BUSINESS CHECK UP - BASIC
Score Yourself By Evaluating Your Gym to See Where You Can Improve:
0 = Non-Existent // 1 = Existent / Not Official // 2 = Official / Irregular Execution

BASIC MARKETING

//

3 = Official / Scheduled

SCORE

@YourGymName.com Email Address & Response
Business Facebook / Instagram Account
Monthly Newsletter from iCann compliant service
Quarterly Events
Total Basic Marketing
BASIC OPERATIONS

/12
SCORE

Written Class Structure
Automated Membership and Billing
Written Open/Close Procedures
Written Cleaning, Maintenance, and Safety Procedures
Written Staff Handbook and Contracts
Written Terms and Conditions - Athletes
Total Basic Operations
BASIC FINANCIALS

/18
SCORE

Know Gross & Net Income
Know Revenue Per Member
Paying Yourself and Staff
Basic Budgets
Total Basic Financials
BASIC TOTAL (basic marketing + basic operations + basic financials)

/12
/42

5

BUSINESS CHECK UP - ADVANCED
ADVANCED MARKETING

SCORE

Professional Website that Gathers Leads (Landing Pages)
A Social Media Posting Calendar
Documented Customer Journey (Lead Nurturing)
Monthly Community Events
Customer Relationship Manager (CRM)
Search Engine Strategy
Total Advanced Marketing
ADVANCED OPERATIONS

/18
SCORE

Coach Continuing Education Plan
Coach Evaluations
Coach Ownership of Programs
Written Levels of Management & Advancement Opportunities
Written Retention Strategy with Employee & Processes
Total Advanced Operations
ADVANCED FINANCIALS

/15
SCORE

Maintain Healthy Profit Margin (33%)
Know Cost/Income per Service Hour
Annual Reinvestment Budget
Customer Acquisition Cost
Value of Time
Total Advanced Financials
BASIC TOTAL (adv. marketing + adv. operations + adv. financials)
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/15
/48

6 SIGNS
YOUR BUSINESS IS

Healthy

JUST AS A SCULPTED PHYSIQUE DOESN’T
ALWAYS MEAN A PERSON IS HEALTHY,
SO CASH FLOW ALONE DOES NOT
INDICATE A THRIVING BUSINESS.

Knowing your financials is important,
certainly, and making sure more is
coming in than is going out is vital to
success, but the financial factor alone is
not a true measure of a healthy business.
The Small Business Administration
(SBA) states, “About half of all new
establishments survive five years or
more and about one-third survive 10
years or more.” That means, that if you
look around and there are 6 gyms within
a 10 mile radius, most likely 3 of them
will close their doors or sell within 5
years of opening. A sobering statistic.
So how do you increase your odds of
being one of the ones who stay alive,
and healthy? Keep a close eye on these
vital signs:

YOUR

WHY
This point has received a lot of attention
over the last number of years, and for
good reason. Your business has to have
a clearly articulated and unified purpose
on which your gym culture hinges.
What to do: if this is unclear, set time
aside alone or with your core team,
and get specific on exactly why you are
doing what you’re doing. And it needs
to be more than, “we want to help
people.” Turn your passion into a clearly
defined reason and then communicate
that reason often.

YOUR ABILITY

TO PIVOT
Times are changing. What worked
5 or 10 years ago, heck even 1 year
ago, doesn’t always work today. Can
you spot these things, and change
mid-course? John Maxwell in his new
book Intentional Living encourages,
“Failed plans should not be interpreted
as a failed vision. Plans rarely stay the
same, and are scrapped or adjusted as
needed. Vision is only refined by failure.
It’s important to remain stubborn about
your vision, but flexible with your plan.”
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What to do: Get up when you feel
like a “failure”. Adjust course. Find
the direction the wind is blowing
and change your sail. Stay current.
Read. Listen to podcasts. Spend time
consistently getting smarter and
understanding what is trending in
marketing, business, etc. Do you have
a business plan - or, at minimum, goals
written out? Back into these goals to
get where you want to go. Zig Ziglar
affirms this by saying, “If you aim at
nothing, you will hit it every time.”
Make your aim unmistakeable.

YOUR ABILITY

TO FOCUS
It seems like the majority of gym
owners we talk to are extremely busy,
but not all of them are necessarily
making progress. This difference is
critical. Being busy isn’t nearly the same
as being focused and growing. Healthy
things grow.
What to do: Order a planner, or
download an app - whichever works
best for you, and begin using it to plan
your day. Two planners we recommend
are the Passion Planner (for the to do
list type people) and the Panda Planner
(for the more creative types).

YOUR TARGET

MARKET

YOUR

TEAM
Have you hired (or are you hiring) only
“A” players? You know A players when
you see them. Don’t make the mistake
of hiring B, C, or worse, players. It
will directly affect everything in your
business - its energy, its growth, its
expertise, its entire vibe.
What to do: Do not just hire to hire
because you are working 12-14 hour
days. Find the right person or people.
Hire slow and fire quick. Each new
member you add to your team will
absolutely either make you stronger or
pull you down.

Do you know who you want in your
gym? I mean, really know the certain
types of people you connect with and
who connect with each other? Or are
you just thankful for any warm body
who hands you a debit card? If you find
(and market to) your ideal clientele, your
gym will have a completely different feel.
What to do: Create member personas.
And then gear all your marketing efforts
to attract those people. Do occasional
surveys of your members. Understand
their voice and what it is they want.
Make them be the hero of your
business. Listen to their stories. Don’t
make assumptions about why they are
buying (or not buying) what you have
for sale. Spend your time getting to
know them.

YOUR

A T TI TUD E
This is quite possibly one of the most
important vital signs. If you’ve lost your
passion for doing what you do because
you feel burned out, people - your
members, your coaches, your significant
other, your kids - will notice, trust me. As
goes the leader, so goes the business.
What to do: This comes full circle
to your “why”. Spend time thinking
about why you pursued opening your
gym and what got you excited in the
first place about leaving another job
to pursue this risky adventure. It may
not “feel” like it, but what you get to
do every day is a gift. If you can’t get
back to the place of remembering how
lucky you are, it might be time to take a
different path.

These are a few of the
factors that make a good
business great. Get
these in check and monitor
them often, and your
investment will
grow big and strong.
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SPEAKER
SCHEDULE

Lets Go!
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DAY 1 I

WEDNESDAY

SEPTEMBER 27, 2017

Welcome & Kickoff

kickoff

One of the few times (if ever) that this All-Star lineup has been all together in one place. To
kick off the Summit with a bang, we’ll discuss the state of our industry from their individual
perspectives and glean their wisdom on a gym owner’s best chances of success in the
changing climate of running a gym.
8:00am - 9:00am (CT)

What Does Culture Really Look Like In Your Gym?
By Hoby Darling

One thing is for certain. Your gym has its own culture. Culture is one of those topics that, when
brought up, tends to elicit varying responses and reactions. Good leaders see it as the very
lifeblood of their business and the primary driver which determines the success or failure of their
bottom line. In this session, Hoby will teach us what it takes to have an irresistable culture.
9:00am - 10:00am (CT)

Website Essentials & Relevant Gym Marketing
By Matt Scanlon & Clay Weldon

Your website is the online version of your gym. People will decide within 3-5 sec of looking
at your website if they want to give you their business. Gone are the days you can get away
with a unprofessional website. If your site does not look solid and is easy to use, you are losing
potential clients. Guaranteed. In this session, Clay & Matt share what are the “must haves” in
a website that converts leads into paying members and then dive into relevant marketing for
your gym.
10:00am - 11:00am (CT)
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DAY 1 I

WEDNESDAY

SEPTEMBER 27, 2017

Corporate Accounts, Multiple Locations, AMRAP Mentality
By Jason Khalipa

In this session, Jason talks about his experiences with multiple locations, how to best
approach corporate accounts and living by th AMRAP mentality. This session will be jam
packed with useful advice to grow your gym.
11:00am - 12:00pm (CT)

Developing Your Strategic, Tactical Plan for Success
By Julie Weldon

We all want to grow our businesses, but only a surprisingly few amount of gym owners have
created an actionable plan for that growth. This is similar to going on a trip without a map or
destination. In this session, Julie will walk you step-by-step through a Strategic Planning tool
that will help you get a plan in place to realize the success you want.
12:00pm - 1:00pm (CT)

AED’s, Equipment Maintenance, Kids Corners, Competitions, Health Care
By Vaughn Vernon

Vaughn joins the Growth Summit to talk about critical things that affect us all like AED’s,
waivers, Kid Care Corners, competitions, equipment maintenance and unexpected risks that
box owners unknowingly face everyday. His newest offering? Affiliate Share–an alternative to
traditional health care designed for athletes looking for a better way.
1:00pm - 2:00pm (CT)
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DAY 1 I

WEDNESDAY

SEPTEMBER 27, 2017

Increase Your Confidence, Increase Your Profits
By Jamie Gallagher

Confidence is what instills a culture of excellence. Confidence is learned. It takes practice. In this
session, Jamie will discuss the daily, small steps we can we take to build the kind of confidence
(not bravado) that yields improved culture, value, athlete experience, and, yes, profits.
2:00pm - 3:00pm (CT)

The Top Facebook Ad Questions Answered
By Josh Sturgeon

Facebook Ads is the best paid advertising you can do for your gym. But, with the software
changing so quickly, it’s tough to keep up. In this session, we’ll dive in and answer the top
Facebook Ad Campaign questions from gym owners. Don’t miss this one. There will be a lot of
tactical information shared.
3:00pm - 4:00pm (CT)

Providing an Amazing Client Experience
By Stuart Brauer

What is it about your business that makes you stand apart? Unfortunately, the answer isn’t
your coaching or amazing community. We have to think beyond that. We have to truly
immerse ourselves in the CLIENT EXPERIENCE. I’m looking forward to speaking on the tried
and true methods of client experience that have worked thus far in our industry, the ones that
are slowly becoming less important in buying decisions and the ones that are not getting as
much airplay as they should.
4:00pm - 5:00pm (CT)
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DAY 2 I

THURSDAY

SEPTEMBER 28, 2017
The Language of Movement, The Power of Developing Infinitive Movement
Progressions and Finally Identifying Strength, Roles and Impact of The
Coaches and Subsequently Members.
By Carl Paoli
The Language of Movement, a language embedded in our DNA and which we all claim to
speak as coaches and athletes, is one of the biggest holes in our ability to add value to our
members. In Carl’s talk he will help you flip the code of movement inside out to provide
you with effective tools to communicate with your athletes in the most simple, clear and
compelling manner.
8:00am - 9:00am (CT)

Leadership in Your Gym
By Chris Marhefka

In this session with Chris, we will ask the hard questions of what life do you want to live, what
it means to you to be a leader, and are you up for the task? By creating a leadership persona
and a business that supports it, you will attract the coaches, staff, and members that align with
your vision and live life in such alignment with your values that you will feel like you never
work a day again.
9:00am - 10:00am (CT)

Incorporating Individual Design Into Your Gym
By Jim Crowell/James Fitzgerald

In fitness, there are multiple ways to succeed. What Opex aims to provide is the education
to upgrade the coach to client relationship at all levels within fitness facilities, and Individual
Design accomplishes that. Join Jim and James for a frank discussion on why we implement this
in all of our gyms, how it can benefit yours, and how you can grow your business in whatever
model you are in!
10:00am - 11:00am (CT)

A Clear Mission in Life Directs the Decisions You Make
By Julie Foucher

Understanding your mission/passion/purpose is a critical component to making good,
intentional decisions. In this session, Julie will help you get clear on your purpose and help
give you a lens to see your future through. By hearing her story, you’ll be able to get crystal
clear on why you’re doing what you’re doing.
11:00am - 12:00pm (CT)
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DAY 2 I

THURSDAY

SEPTEMBER 28, 2017

The Power of Your Video Footprint on Social Media
By Patch Baker

In this session, you will learn the true power of video and highly effective ways you can
start incorporating video into your marketing immediately! You will learn new things about
Facebook, Facebook Live, Instagram Live and SnapChat and how to up your Social Media
game to a whole new level.
12:00pm - 1:00pm (CT)

Guiding the Customer Journey
By Sara Nay

In this session, Sara will show you how to map your current customer journey and dive deeply into
how to plug the gaps in that journey so you can attract and convert ideal members for your gym.
The idea doesn’t just get you to the point when someone joins your gym, but the experience after
they join, and how we turn them into loyal and repeat members that also refer. Sara will talk about
the seven stages of the Marketing Hourglass that maps out the customer journey.
1:00pm - 2:00pm (CT)

Programming for Retention
By Chris Spealler

How much do you think about your programming as an opportunity to not just give your
clients results but to provide the opportunity for quality coaching, building community and
developing relationships, and fostering growth in your affiliate? The training session that you
provide your clients with every day will impact all of these and permeate far beyond just a
workout. It makes your gym more or less welcoming, builds or tears apart communities, and
excels or inhibits results.
2:00pm - 3:00pm (CT)

Understanding the Profit First Model
By John Briggs

In this session, John will discuss the Profit First model, unpack the 4 Core Principles, provide
an instant assessment tool, help determine TAP’s and a Roll out Plan, define the 10/25 day,
and help you better analyze your expenses. Want to finally get in control of the financial state
of your business? Don’t miss this one!
3:00pm - 4:00pm (CT)
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DAY 3 I

FRIDAY

SEPTEMBER 29, 2017
Organizing And Mobilizing A Small Team For Great Impact
By Zionna Hanson

Non-profits are tough businesses to run successfully. They are expected to provide large social
impact with small overhead and limited resources. Sounds a lot like running a CrossFit gym,
right?? In this session, Z will discuss some of the best business practices she’s used to foster the
growth and culture of Barbells for Boobs. She’ll dig into how to cultivate passion, growth and
social impact on a tight budget.
8:00am - 9:00am (CT)

Understanding Business Valuation: An Objective Approach to Preparing for
a Subjective Process
By Clay Ferrer

In this session, Clay will break down the fundamentals of business valuation and discuss best
practices to help you prepare for, and maximize the value of, your business.
9:00am - 10:00am (CT)

Mistakes Along The Way Get You To Your Success
By CJ Martin

Authenticity goes a long way. In this session, CJ gets real and talks about mistakes he’s made
along the way that have gotten him to the successes he experiences today. You’ll hear about
running multiple programs, creating professional roles for coaches, doing private and/or semiprivate coaching.
10:00am - 11:00am (CT)

Building A Great Community
By Don Moss

Your community will define your box. How can you build a great community that sponsors
high retention, positive referrals and a welcoming, motivating, growing family? It starts before
you open your doors and progresses through how you communicate with your members, how
you select your staff and coaches and how you present yourself and your box.
11:00am- 12:00pm (CT)
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DAY 3 I

FRIDAY

SEPTEMBER 29, 2017
Providing A “10” Customer Experience
By Zach Forrest

The Customer Experience in your business can be evaluated with one question: How do
I provide value on a consistent basis? It’s not enough for a business to provide value to a
customer 6 out of 10 interactions…it needs to be 10 out of 10. In a gym, how can you do this
for your members? How can you do it for Drop-Ins? Then, how can you duplicate that process
at another gym with new coaches and customers? The answer is in having systems and staff
that provide convenience and solve problems.
12:00pm - 1:00pm (CT)

Knowing Your Core Values And How to Effectively Hire & Fire
By Ben Bergeron

Establishing and being confident in your Core Values is essential for every part of running
a business. Your values are what should drive every decision you make. In this session, Ben
draws from his experience and his core values and will discuss the key things to pay attention
to when hiring and firing people.
1:00pm - 2:00pm (CT)

Building Retail
By PJ Menagh

In this session, PJ will walk us through his experience with the do’s and don’t’s of setting up a
successful retail program. He will unpack how to diversify your retail lineup, how to grow your
retail 1% at a time, and the importance of only choosing products you believe in. He’ll then
break it down even further by giving specific tactics to increase your bottom line.
2:00pm - 3:00pm (CT)

Building Better Affiliates by Building Better Coaches
By Pat Barber

Investing in your team will pay huge dividends for your members. If your coaches are excited,
continually learning and passionate, your gym will stand out among your competition.

3:00pm - 4:00pm (CT)
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CHECKLIST
OF SESSIONS

I Want to See

DAY 1 | WEDNESDAY, SEPTEMBER 27, 2017

TIME

TOPIC

SPEAKER

8-9am		

Welcome & Kickoff - Speakers Round Table

Industry Leaders

9-10am

What Does Culture Really Look Like In Your Gym?

Hoby Darling

10-11am

Website Essentials & Relevant Gym Marketing

Matt & Clay

11-Noon

Corporate Accounts, Multiple Locations, AMRAP Mentality

Jason Khalipa

12-1pm

Developing Your Strategic, Tactical Plan For Success

Julie Weldon

1-2pm		

AED’s Equipment Maintenance, Kids Corners, Competitions, & Health Care

Vaughn Vernon

2-3pm		

Increase Your Confidence, Increase Your Profits

Jamie Gallagher

3-4pm

The Top Facebook Ad Questions Answered

Josh Sturgeon

4-5pm

Providing An Amazing Client Experience

Stuart Brauer

DAY 2 | THURSDAY, SEPTEMBER 28, 2017

TIME

TOPIC

SPEAKER

8-9am		

Intentionally Using Movement To Increase Your Effectiveness

Carl Paoli

9-10am

Leadership in Your Gym

Chris Marhefka

10-11am

Incorporating Individual Design Into Your Gym

James Fitzgerald

11-Noon

A Clear Mission In Life Directs The Decisions You Make

Julie Foucher

12-1pm

The Power of Your Video Footprint on Social Media

Patch Baker

1-2pm		

Guiding the Customer Journey

Sara Nay

2-3pm		

Programming for Retention

Chris Spealler

3-4pm

“Money Making Machine” – No Need to Add Members - Profit First

John Briggs

DAY 3 | FRIDAY, SEPTEMBER 29, 2017
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TIME

TOPIC

SPEAKER

8-9am		

Organizing And Mobilizing A Small Team For Great Impact

Zionna Hanson

9-10am

Understanding Business Valuation

Clayton Ferrer

10-11am

Mistakes Along The Way Get You To Your Success

CJ Martin

11-Noon

Building A Great Community

Don Moss

12-1pm

Creating a “10” Customer Experience

Zach Forrest

1-2pm		

Knowing Your Core Values And Hiring And Firing

Ben Bergeron

2-3pm		

Building Retail

PJ Menagh

3-4pm

Building Better Affiliates by Building Better Coaches

Pat Barber

NO NEED
TO TRAVEL, BOOK
A HOTEL OR TAKE
TIME OFF.

This Summit, Sept. 27-29, is completely
online with some of the brightest minds in
our fitness industry.

Don’t have 3 full days to watch watch
all the speakers?
GET THE SUMMIT 30 DAY PASS FOR JUST $69!
Choose the speakers you want to see, then come
back and watch the others, on your own time.

GET YOUR SUMMIT 30 DAY PASS
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FREQUENTLY
ASKED QUESTIONS
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What if I can’t make it to all the
sessions live?

How’d you get this lineup of
amazing speakers?

We’d be surprised, actually, if you
were able to sit for 9 hours for 3 days
and watch each of these sessions live.
You run a gym, you may have a team
to invest in, athletes who need your
attention, a family to spend time with,
and just overall, a life to live.

I know, right?!?! These peeps are
top-notch!! For us, it’s all about
relationships. We’ve built relationships
with these folks over the last number of
years, so when we reached out to share
our vision for this Summit of helping as
many gym owners as we could, they
quickly jumped on board!

All of the sessions will be available
for FREE until midnight (CT) Friday,
September 29th. If you want more time
to watch and digest them, for only $69
you can purchase 30 Day Summit Pass
which will allow you to watch them
anytime you want during those 30 days.
If you want more than that, you can
have full access to each of these any
time you want by simply joining Hub.
By joining Hub, you also get access to
our amazing private Facebook Group of
350+ gym owners who are some of the
most helpful and professional in
the industry.

What if I have trouble connecting or
have a question?
We are here to help! This being our
first online Summit, there is sure to be
some glitches. Just reach out to us at
hub@321goproject.com and we’ll get
back to you as quick as possible!

How should I connect to watch
each session?
We will send you an email with a link to
connect about a week in advance of the
Summit. We wil also send daily am/pm
emails of each Summit day.
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SUMMIT
PARTNERS
S U M M ITPARTN ER

P L ATI N U MPARTN ER

G O LDPARTN ER

S I LV E RPARTN ER

C H A R IT YPARTN ER
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EMAIL WITH ANY QUESTIONS:
hub@321project.com

GET THE

The online, affordable gym-building
resource for all your marketing, business,
& branding needs.

GET YOUR SUMMIT 30 DAY PASS FOR $69
and the 30 day Hub trial for an extra $1

