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Introduction 
 
With the spread of Covid-19 and worldwide quarantines, the fitness industry has been hit especially hard with the changes 
to the status quo and new reality we all face. Fitness businesses and professionals are being forced to evolve during 
these uncertain times and adapt new ways of operating and business models in order to survive and thrive. This playbook 
is designed to give some practical ideas on how to deal with this new reality and adapt to new consumer challenges 
and demands both in the immediate future and moving forward as economies start to open again slowly and with new 
social behaviours and rules in place.  
 
New Reality 
 

Short Term 
● Gyms are closed and have had to stop revenues from membership dues and, in many cases, laid off staff 
● Still have expenses to cover and have to pivot business models  
● Clients/members at home, economic uncertainty, need to stay active somehow with limited equipment 

and budget, risk of physical and mental health issues, need for support and not just content 
● Trainers and group instructors are unemployed and/or can no longer operate as they have: selling their 

time in one hour blocks of in person sessions 
● There is a flood of free content and new virtual training options, which each have their challenges in how 

to scale effectively, especially with so much increased competition in these areas 
● Now that businesses have dealt with the first set of challenges in shutting down and the dust has settled, 

the focus is turning to retention and starting to generate revenue again 
 

Long Term 
● Gyms will not be opening any time soon, and when they do, it will be under new circumstances with social 

distancing rules in place 
● Members will be hesitant to flood back to the gym and will face ongoing economic uncertainty as the 

economy slows down, so will have to be prudent with limited disposable income 
● People in general will have an increased need for proper fitness plans and support, both to stay 

active and fit, and to stay healthy. With fitness the best form of prevention and keeping immune systems 
strong, the best way to combat Covid-19 and results of quarantine will be activity.  

● Companies will need to adapt how they support employees with new wellness benefits as they work 
remotely and prevention becomes more of a focus 

● Trainers will have moved to more independent ways of working, may be hesitant to go back to working at 
a gym or staying in the fitness profession 

● Gyms will still have the best ability to reach a larger audience and generate leads for fitness 
services, though will have to rethink the business model predicated on membership for physical access 
only 

 
Challenge 
 

How do I start generating revenue again, retain my members to come back in the future, 
provide the content and support people need and can afford, AND get my staff working and 
earning again? 
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Opportunity 
 
To develop a service offering that: 
 

1. Can get revenue growing again, without too much cost 
2. Engages and supports members/clients regardless of their budget, goals and access to equipment 
3. Gets trainers working and getting paid again 
4. Can reach a larger audience than just your member base 
5. Is sustainable when you can reopen 

 
 
Philosophy 
 
In order to be able to execute for the above opportunity it is important that you take a long term approach both to your 
members support plans and business model. This will help you change ‘if’ you can help, into ‘how’. 
 

Provide a Range of Options 
● Provide a mix from free content and consults, to low cost support and more regular virtual training, with a 

range of prices 
● Make sure to have program prescription and tracking as part of the options mix 
● Ensure one option is a version of training support in a price point similar to membership dues 
● Combine free options and virtual ones, with programming for different packages 
● Make sure to provide some immediate value 

 
Let People Choose 

● Ask the right questions about what they need and can afford 
● Prescribe a long term plan based on their goals that they define 
● Recommend based on their needs, goals and experience level 
● Let them choose what they feel is best for them knowing they can change if needed in the future. It’s their 

fitness, they should be empowered to take control of it.  
 

Have Follow Up Automated/Setup 
● Provide a free initial consult to gauge their needs and explain options 
● Make sure to have regular check ins scheduled and a system to manage reminders for the member/client, 

trainer and management 
● Manage their expectations that with regular check ins, it is an ongoing conversation about how much/little 

support they need 
● Make sure they understand they need a new phase for the workout every 4-6 weeks 

 
Scale Service Up and Down Based on Results 

● Review results of workouts and progress monthly, prescribe a new phase 
● If they are not reaching goals or working out regularly, suggest more support 
● If they are in good habits and knowledge, they can stay the same or scale back 
● Set up this expectation to continue as the gym reopens as well 

 
For a more detailed explanation of this philosophy, watch the full podcast about this topic. 
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Services 
 
There are a range of services to offer right now that can be combined into different package ideas. The most important 
thing is to start getting some of these going and continue to adjust/add as you speak with members. 
 

Free Services 
● Consults - reach out to members, ask them how and what they are doing, ask what they need, review and 

explain options 
● Content - social media, YouTube and website videos with exercises and workouts, tips, motivation and 

recipes 
● Streamed Classes - stream classes people can follow along and do at home (cardio, bootcamps, yoga, 

etc). Can be one way through video, or in a group setting like Zoom to allow for social interaction as well 
● Apps - recommend apps that members can use. Fitness+ is a good option here to provide lots of free 

exercise and workout content where members can also request a workout program when they are ready. 
 

Paid Services 
● Programming - prescribe a workout program that users can follow and track, customized for their goals, 

equipment and schedule 
● Oversight - have a trainer provide ongoing oversight to the tracked program, making changes based on 

feedback and also holding members accountable and motivated 
● Virtual Sessions - regular video calls to do check ins and answer questions and/or to perform virtual 

training 1 on 1 or in small groups 
 
Packages 
 
With a range of services, you can put together packages at different price points and support levels to provide the options 
your members need: 
 

Consult and content (Free) 
● access need and set goals, give recommendations, provide access to content 
● Good for someone who has no current budget or doesn’t yet see the value in paid support, but at least 

can get their content from you as retention 
 

Programming ($20-$50/month) 
● Do a monthly consult and then prescribe a program for them to track based on need 
● Good option for someone with existing habits and knowledge  

 
Oversight ($50-$100/month) 

● Programming plus daily/weekly changes to the program based on feedback and results 
● Can complement bootcamps or other classes 
● Good option for someone that needs accountability and a program but on a budget 

 
Weekly Sessions ($100-$250) 

● Programming and oversight along with a weekly check in or session done through video 
● Pricing can vary depending on amount of face time with a trainer 
● Good option for someone on a budget that needs regular support 

 

This document is confidential and may be privileged or otherwise protected from disclosure, and is intended only for the use of the individual and/or entity. 
No rights to privilege have been waived. © Trainer Plus Inc., 2020. All rights reserved. 



Covid-19 Playbook for Gyms  
 

 
Virtual Training ($250+) 

● Weekly video training sessions (30 or 60 minutes) 
● Program to track when with a trainer and on their own as homework 
● Price varies depending on number of weekly sessions 
● Substitute for regular personal training 

 
You can base packages depending on your market and brand. The important thing is to have a few options that range 
from free, to low cost and then something that is more involved with more direct trainer time. It is also a good idea to price 
one of these options at the same rate as your member dues, then it is just telling them that rather than having access to 
the facility they usually pay for, instead they will be getting a trainer for them at home for the same cost. 
 
You can get a more detailed explanation of different services, packages and pricing on our podcast about this topic and/or 
see an example of a service template and pricing here. 
 
 
Marketing 
 
The way to get this message out is all about making sure you have the proper framing that you can provide options for all 
of your members regardless of their budget, schedule and available equipment. It is important to not just use the words 
‘virtual training’ as they will think this is paying for weekly sessions, but use words like ‘online support’ and ‘programming’. 
The key is that they know you have options and get them to start with a conversation with you to assess their need and 
review the options. 
 
Ways to get it out: 
 

● Add a page to your website with new online training and programming options 
● Email blast to all members, social posts 
● Ask your members to help you by telling friends and family, even if they are not members of your gym 
● Make sure to mention it in any video content you do put out 

 
With the right framing, your members will understand that it isn’t a matter of if you can help them right now, but just a 
matter of figuring out how best to help them right now.  
 
 
Execution 
 
While there has been a rush to get content out to engage people, it is important to make sure you take a little bit of time to 
ensure you have the mechanics in place to execute this effectively. Steps to get going: 
 

1. Choose the tools to make sure you can provide the different options. You will need to think about:  
a. how you are going to get video out (website, YouTube, Facebook, Vimeo, etc)  
b. which tools to use for video sessions (FaceTime, WhatsApp, Zoom, Skype, Google Hangouts) 
c. How to prescribe and track programming (Trainer Plus, Google Sheets, etc) 
d. How to manage regular follow up (Trainer Plus, calendars, spreadsheets, etc) 
e. How to process payments (your CMS, Paypal, Square, etc) 
f. How will you manage staff and oversight 

 
*Trainer Plus has been designed to have c, d, and f all in one place but this can be done manually as well 
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2. Establish which services will you offer and what are their prices 
3. Figure out how you will compensate staff for these services. What kind of revenue split can you agree to or setting 

hourly rates for the different options 
4. Design a marketing plan to get the message out and engage members 
5. Have a training plan in place for staff to ensure they know how to use all of the tools 
6. Make a schedule for content and outreach 
7. GET STARTED. Just start putting some stuff out there and learn from your members, then adapt accordingly 

 
The other things to consider throughout your execution, marketing and management is how you will generate and foster 
leads as you go along. While there may be a great initial response form your member base, continuing to put out this 
message will lead to more of them becoming engaged in the future as they have needs. It will also lead to word of mouth 
and other secondary ways that will get more business for you as time goes on. Some things to consider: 
 

● Using a lead management strategy or tool to help optimize your funnel from different channels 
● Take your existing offerings and classes and think about how you can put more value added services that 

complement them 
● Think of other channels like corporate wellness, healthcare, sports, etc as places to offer these services 
● Don’t be afraid to offer things that provide value right away, even if free, so that you can foster the relationship 

over time 
● How will these offerings evolve as your gym starts to open up again 

 
 
Conclusion 
 
Whether we like it or not, this pandemic has presented an opportunity for us to evolve our own fitness businesses and as 
an industry. We do not know how it will look in the coming months and years, but we do know that it will be different than 
the way it was. What we can control is how we deal with it right now, and set ourselves up to adapt to the future in the 
most flexible way possible. Following this playbook should allow you to face the challenge laid out above and: 
 

● Engage members with viable and valuable options for them in the short and long term 
● Provide content and support options that people need and can afford 
● Get your staff working and earning again 
● Start generate decent revenue to help sustain your business 
● Be in a position to grow and adapt in the future 

 
If you would like more information about this, please view our podcast about strategies for gyms, or feel free to email me 
directly at nick@trainerpl.us. I would be happy to hear from you and discuss your strategies for your business. 
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