
	  

The	  10-‐Hour	  CEO	  
 

Many gym owners are nervous about shifting offstage. They opened their box to 

be in the spotlight, after all; not to work in the costume department. They see "the 

business side" as a boring desk job requiring a manager. In other words, the very 

life they sought to escape when they opened a gym.  

 

As an exercise, draw a picture of a CEO here: 

 

 

 

 

 

(don't forget his necktie.)  

Does your picture involve a briefcase? Suit? Combover? 

 

None of us want to be that guy. And none of us has to be. 

 



The CEO of your gym is responsible for setting the vision; planning long-term 

objectives; creating the processes to replace himself; and finding a replacement. 

The CEO dreams up new programs and revenue streams, and when they're 

dialed in, he hands them off to a manager. The CEO tries new marketing, then 

hands off his idea. The CEO attends meetings, writes contracts, forms 

partnerships. He's in charge of ideas. Others are in charge of fulfillment.  

 

The CEO role requires 10 hours of work...per month. Even less than Tim Ferris' 

Four-Hour Workweek. Ferris created streams of revenue (which he called 

"muses," and I call "assets") and then spent about four hours each week as CEO, 

watching his systems work on their own.  

 

In your gym, the CEO role will change over time. At first, those 10 hours per 

month will be spent solidifying your foundation (or simply building one.) The 

same 10 will eventually be used for creating a pricing structure, and then long-

term planning for staff, and then marketing. As those tasks are systemized, the 

CEO moves on to seek new opportunities: a second location, an event or an 

entirely different revenue stream.  

 

Ten hours, set aside each month for growing your business, is all it takes. When 

we start a new client through the mentoring program, those ten hours are usually 

spent doing the homework I assign. The tasks are more remedial, and involve 



more math and formality. But those tasks are only done once; you won't need a 

new staff handbook every month, for example.  

 

As the mentoring client progresses, the same ten hours are set aside for higher-

value roles. When those can be passed on, they are. And the ladder effect 

continues: the gym owner masters each role, then moves to the next, 

"promoting" herself until she reaches her "perfect day." 

 

The 10 Hours never end. Even with multiple businesses running themselves, I 

always spend at least 10 hours every month in the CEO chair, pursuing new 

assets and developing new avenues. I don't smoke a cigar, but it's still fun. 

The 10-Hour CEO: A 10-Week Programming Skills Progression 

 

As gym owners, we're used to progressive resistance. We're used to 

programming workouts with an end in mind. And we're used to having our loads 

laid out for us. Plan the work, work the plan. 

 

Many reading this book will see opportunities everywhere and try to implement 

everything at once. Others will skip ahead to the marketing sections. And far 

more will become paralyzed by the volume of information here. They'll ask, "But 

where do I START?!?" 

 



Fair question. One-on-one mentoring, like one-on-one coaching, provides the 

optimum progression and solution for an individual gym. But gym owners can 

START with a template. Following the "Good-Better-Best" principle: 

 

Good: Read this book. Follow the template. Get work done. 

Better: Gain context on each topic and do BETTER work in 321GoAcademy. 

Best: Be guided step by step to optimize results. 

 

Unacceptable: do nothing.  

 

If you finish this book, and haven't made any changes or sought help after seven 

days, you've wasted money. Ideas without action are wishes. As my grandfather 

used to tell me, "You can wish in one hand and pee in the other and see which 

gets full faster." 

 

Momentum is the greatest force in nature. Gravity used to hold that title, until we 

found a catalyst for explosion and punched through to the moon. So let's start 

with a little catalyst of our own: a 10-week progression to 10-Hour CEO. 

 

Skills for each week are listed, and broken down in this book as well as "Two-

Brain Business" and "Help First." 

 



Time is literal: one hour means precisely one uninterrupted hour. Set a clock (I 

know you have a big one.) If the task takes longer, stop anyway and restart at the 

next CEO hour. If the task is too easy, scale up to the next task.  

 

Intensity: don't shoot for perfection. Aim for completion instead. You can always 

come back later and add a glossy cover. Get words on paper. 

 

Consistency: I recommend scheduling the same time every week for work. Make 

appointments with yourself. Set alarms. If you "book" an hour into your 

scheduling software or Google Calendar, be strict: you are your own most 

important client. 

 

The template below is based on an owner's schedule who coaches early morning 

classes. It's optimized for creative power and processing speed; the important 

work is front-loaded in the week because stress, fatigue and cognitive load 

makes us less efficient at the end of the week. After almost 20 years of coaching, 

I don't require the same brainpower to lead a client as I do to think creatively 

about business. Coaching is relaxing and doesn't fatigue me, no matter how 

much I'm required to yell or hop up and down to motivate clients.  

 

If this is different from your schedule, that's fine: plug the tasks from your 

Timeline into your own calendar.  

 



Progressions: "to-do" items are as specific as possible, and follow the general 

progression from solidifying your business foundation to fixing your retention 

system to recruiting new members to building assets. But tactics will differ from 

gym to gym, as will pace and schedule. Make adjustments to workflow as 

necessary.  

 

Week One: 1 Hour 

Complete "Perfect Day" exercise. Start work on Target Market/Services 

identification worksheet. Schedule staff meeting to review opportunities. 

 

Week Two: 2 Hours 

 

Session 1: Identify "low-hanging fruit" on Target Market/Services sheet. Which 

can be easily implemented with the resources you currently have? Which would 

your current clients greet with open arms? What changes are necessary to 

implement? What materials are necessary to prepare for launch? 

 



Session 2: Staff meeting. Outline new opportunities for services and non-

coaching roles. Get staff members thinking about careers. Brainstorm ideas 

without formalizing anything. Cue staff on the need for "best practices" and 

consistency to create the best possible opportunities for them. Note eagerness 

and prepare to prioritize staff for larger roles. 

 

Week Three: 3 Hours 

 

Session 1: Staff Roles and Tasks. Break down every "hat" you wear into its own 

role (see the above section on Roles and Tasks.) Shoot for 12-14 roles with 10-

12 tasks assigned to each. 

 

Session 2: Use the Roles and Tasks to create job descriptions (just bullet points.) 

Duplicate these to build contracts for existing staff, and copy the same to create 

evaluations. Set an evaluation calendar for the next year (one evaluation per role 

every 3 months.) 

 



Session 3: Create online infrastructure for the top Market/Service opportunity 

you're not currently doing or optimizing. Walk yourself through the process in 

reverse: build a clickable "pay now" link in your booking/billing software. Write a 

blog post outlining the benefits of the service. Assign staff schedules. Launch if 

ready. 

 

Week Four: 4 Hours 

 

Session 1: Begin consolidation of "best practices" in your gym. How should a 

class run, minute-by-minute? How should a PT session be run? Create the 

simple checklists: opening, closing, cleaning. 

 

Session 2: Finalize contracts for staff, including role breakdowns. Schedule 

appointments for review.  

 

Session 3: Invite 2-3 clients to "try out" the first new service you're launching. For 

example: "Mary, you've been such a great client, and I know you're working hard 



on those pull-ups. We're about to kick off our new Skill Sessions service, and I 

really respect your feedback. Would you like to try a 30-minute session on me? 

We'll focus on getting you closer to that  pullup, and you can tell me how you 

liked it afterward. OK?" 

 

Session 4: Evaluate staff one-on-one. Schedule next staff meeting. Provide two 

choices for meeting time, and let them choose; don't try to work around every 

schedule. Plan to record the meeting but make it as "mandatory" as possible. 

 

Week Five: 5 Hours 

 

Session 1: Download Cash Flow Forecaster tool from the 321GoProject website. 

Fill in Fixed Costs (including your own wage) and Variable Revenues 

(memberships, PT sales, etc.)  

 

Session 2: Staff Evaluations (if necessary.)  

 



Session 3: Client "trial" of new service. Write notes on feedback, execution and 

price afterward. 

 

Session 4: Start Staff Handbook. Include checklists, sample staff evaluations, 

best practices, pricing and policies. Download an Incident Report Form from 

AffiliateGuard.info. Write a "table of contents" as a list of other things to include 

(this is broken down in Two-Brain Business.) 

 

Session 5: Staff Meeting. Introduce new service and brainstorm others. Highlight 

bright spots in evaluations. Choose one "point of improvement" across the board 

for focus over the next month, based on weaknesses illuminated in evaluations. 

Then introduce one topic for Continuing Ed. 

Example: "Guys, we're all very strong at starting classes on time. Great job. This 

month, we're going to work toward 100% check-ins: every client who attends 

every class gets checked in. What are the barriers to achieving 100% check-ins? 

Next, we're going to be studying macronutrients this month. Here's some material 

to read to get started..." 



 

Week Six: 6 Hours 

 

Session 1: Finalize staff handbook. Print. 

 

Session 2: Promotion of "new" service. Blog post, email links to clients who might 

be interested. Mention on WOD posts, mentions in class, link in newsletters, etc. 

 

Session 3: Cash Flow Forecaster: Calculate ARM and LEG. Forecast 

improvements to ARM with add-on services (just throw numbers at the wall: 

"What if one person bought one package of 10 Personal Training sessions every 

month? What if two people did?") Forecast changes to LEG ("what if we 

improved our year-over-year retention by 10%? What if we kept people 3 months 

longer?") 

 

Session 4: Change your intake process. Review "Bright Spots" and write an 

intake interview / followup process. Download my process on 321GoProject.com. 



 

Session 5: Work backward through the client's booking process. Build clickable 

links to your schedule. Post links on every page of your website. 

 

Session 6: Identify your "Joy Girl" (client retention person) and make them an 

offer for 2 hours' work each week. Write their contract and evaluation form. Start 

a tracking sheet for calls, broken up by Intake, PRs and Retention calls. 

 

Week 7: Seven Hours 

 

Session 1: Identify three Mavens. Send them interview questions, or set up a 

camera for quick interviews when they're in the gym. Write down who each 

Maven lives with, works with and recreates with.  

 

Session 2: Set up a "PR" board and filing system for Bright Spots. Meet with Joy 

Girl to review the process for calls, emails and texts (pre-write emails and texts.) 

 



Session 3: Identify seasonal highs and lows in revenue history. Which months 

were highest? Lowest? Begin white boarding specialty groups and events to 

push weakest months higher. 

 

Session 4: Write your Corporate Intro Letter, and create a Gift Certificate for one 

free Personal Training session. Leave a blank spot for an expiry date! You'll use 

these soon. 

 

Session 5: Schedule the next service. Find a specialist that fits your Target 

Market/Services chart; propose a 4/9 share of gross revenues, and loosely 

schedule a start date. 

 

Session 6: Sign up for newsletter software. Build a general template. Test-send 

to yourself. 

 

Session 7: Publish first Client Story, with links to your intake process. Share on 

social media, tagging the client.  



 

Week 8: Eight Hours 

 

Session 1: Record revenues and update Cash Flow Calculator. Prepare other 

reports for bookkeeper. 

 

Session 2: Publish second Maven story, and set up third to auto-publish next 

week. 

 

Session 3: Break down Average Revenues per Visit. Where are the lowest-value 

times in your day? How can you bring up that average...or sleep in instead? See 

the "Fill It or Kill It" section. 

 

Session 4: Approach Mavens with ideas to thank them for helping with your 

business. Offer to help their spouses, workplaces or friends (one approach per 

maven.)  

 



Session 5: Execute on each Maven approach. Send corporate intro letters, share 

gift certificates, schedule a team-building session or training class for the 

Maven's family, friends or coworkers. 

 

Session 6: Identify three clients who work in the service field: real estate agents, 

accountants, hairdressers, salesmen...Email each and offer to post their 

business card on a "referral board" at your gym. 

 

Session 7: Build your first newsletter with Client Stories and links to register for 

specific services. 

 

Session 8: Staff Meeting. Review staff handbook. Allow room for feedback, but 

all staff should commit to following it verbatim by the end of the one-hour 

meeting. Include a signatures page for more psychological buy-in. 

 

Week 9: Nine Hours 

 



Session 1: Build a "referral board" and mount it near your front entrance. Post on 

your blog about it, inviting all clients who are service professionals to pin their 

card to the board. Reinforce the "community of trust" in your gym. 

 

Session 2: Send your newsletter. One general group for now. 

 

Session 3: Brainstorm 3 more Mavens. Ask each for an interview, in person or 

via email. Start a "Brand Action" tracking sheet to record the clients you highlight. 

 

Session 4: Hire a replacement for yourself in your lowest-value role. Write a 3-

month contract, agree on price, and start before next week. 

 

Session 5: Read about our Advanced Theory Course strategy for training 

coaches. Write down your most influential sources of information. What should a 

new coach KNOW before standing in front of your clients for the first time? 

 

Session 6: Approach three service industry professionals and offer them "reward" 

coupons for their clients.  

 

Session 7: Schedule the start of your new OnRamp program launch. Break down 

the curriculum into the number of sessions required. 

 



Session 8: Create pricing for new OnRamp program (or duplicate PT prices.) 

Create clickable links for those who want to jump right in.  

 

Session 9: Begin planning one larger-scale event. For example, a "Murph 

Challenge," "WOD and Wine," "Corporate Team-Building Challenge" or "Catalyst 

Games." 

 

Week Ten: 10 Hours 

 

Session 1: Plan to remove yourself from the next lower-level role. Enter staffing 

costs in Cash Flow Calculator. Decide how you'll spend the time in a way to 

increase total revenues (and wealth.) Schedule a starting date.  

 

Session 2: Pull together equipment to film each movement in your OnRamp 

program. Choose movements in advance. Schedule staff to help, where 

necessary. Start a YouTube, Vimeo or Wistia channel. 

 



Session 3: Film as many movement demonstrations as possible in 60 minutes. 

 

Session 4: Send three more Corporate Intro Letters. 

 

Session 5: Commit to a date 

 

Session 6: Video editing. Use iMovie or Corel Video Studio Pro (on a PC) or 

something similar.  

 

Week 12: Ten Hours 

 

1. Staff Meeting. Choose one new "area of improvement." Follow the "How To 

Run A Staff Meeting" section in this book. Assign first pieces of content. 

 

2. Launch new OnRamp with an introductory blog post.  

 



3. Create Facebook group for coaches. Link to new OnRamp curriculum. 

Encourage uploads of marketing content. 

 

4. Update your Brand Action worksheet with marketing plans for the month. 

 

5. Update your Cash Flow forecaster with data from the current month. 

 

6. Create an "OnBoarding" chart to track client engagement in the Awareness, 

Desire, Integration and Retention stages. 

 

….and on, always moving forward. 

 

As you'll notice, the plan moves from very basic (building business systems) 

toward the more complex (seeking opportunities to help more people.) In Two-

Brain Business, I wrote about the levels of employees ideal for each role, from 

analog to binary and all the way to Entrepreneurial. In Week Ten, many initiatives 

are still being done for the first time, and should be kept as the CEO's 

responsibilities until they're mastered. For example, when the Corporate 

approach has been mastered to the point of easy teachability and replicability, it 

can be handed off to someone else. The CEO then moves on to the next 

initiative.  

 



At the ten-week mark, the CEO isn't saving any time; in fact, they're probably 

spending MORE time than when they started. But shedding roles will create a 1:1 

trade for time, and a 1:2 trade for value, at minimum. These are the baby steps 

toward wealth. They're necessary, and momentum will build rapidly, but they're 

not the flashiest steps. Luckily, most won't need repeating for at least a decade. 

My 2010 Staff Handbook is still 90% intact, with a few small changes (mostly to 

accommodate new technology.) 

 

Another progression most new CEOs notice is a narrowing of staff. If a gym is 

being coached by six part-timers, each leading two classes per week, it will 

probably be necessary to move toward a smaller number of highly-motivated 

professionals. These coaches will be building toward a career in fitness, and will 

be the cornerstone of wealth. In time, some will move up toward partnership in 

new ventures...but that's a long way from Week Ten. 

 

The ten weeks aren't complete, of course: the CEO still hasn't built a staff training 

program, or run an event, or even done most of the marketing tactics I teach. But 

these steps must be completed first, and in a thirty-year business, these ten are 

negligible for time but hugely productive for activity. Consider this your OnRamp: 

you already know what to do, but the above is a template for learning in the 

correct order. 

Here’s my current week: 



 

My General Manager does every day-to-day task at the gym; I have a managing 

partner at IgniteGym. Other assets require very little time per month to manage 

(less than an hour.) “321Go” time is reserved for helping other gym owners. 

Though my typical day begins at 4am (when I’m most productive,) I end by 5pm 

and spend the evenings with family or coaching kids’ sports. 

Other gym time is spent filming or writing content, recording podcasts or chatting 

with members.  

The most important thing in the chart is its flexibility. With enough staff in place, 

and the revenue to pay them, the weekly schedule is completely plastic. But it 

changes on MY terms, not every time someone yells, “FIRE!” 

 


