
BY CHRIS COOPER

HOW TO MAKE 

$100,000 
PER YEAR WITH 

150 
CLIENTS  



In the next sections, I’ll break down three scenarios in which you 
can build a gym with 150 clients per year and earn $100,000. Then 
I’ll share the six things that will stop you. Finally, I’ll tell you exactly 
how to overcome each of those things so you can earn $100,000 

per year.

You can make a great living with 150 clients.
Our data set is the largest in the world for microgyms.  

As owner-operator businesses, the microgyms that consistently  
pay their owners $100,000 per year focus on changing the lives  

of 150 clients at a time.

If we ask the question, “How can I earn $100,000 in pay from 150 
members?” we can dream up dozens of scenarios to make it  

happen. But here are the most common: 

150 Clients
All Group 

150 Clients
10% Secondary

Revenue

150 clients
70% Primary Revenue 

20% Secondary Revenue
10% Tertiary Revenue 

Streams



PART 1: 

3 $100,000 SCENARIOS



 Key Data:

• 150 clients.
• 95 percent of revenue comes from group  

training. 
• The only secondary revenue stream is the  

gym’s on-ramp program ($300 per new client). 
• The gym charges an average membership rate 

of $150 per month.
• A specialty event generates $250 a month.

Key Staffing Features:

• The owner coaches most of the classes. 
• The owner also does all the admin, cleaning 

and social media tasks.
• One other coach does on-ramps and coaches 

around 25 classes per week, earning $56,000 
per year. 

Owner Compensation

• The owner earns the class rate for all classes 
coached, plus a salary of $3,500 per month. 

• The owner collects $90,000 in pay plus $11,000 
in profit at the end of the year.

scenario 1
Pro 

• Few staff to manage. This is a true owner-oper-
ator model.

Con 

• This is the most fragile model. If the owner gets 
sick, he or she takes a pay cut. If the owner gets 
busy, the marketing stalls. The owner can’t take 
a holiday and will probably work a ton of hours. 
This might be the path for a young owner of a 
new gym, but it’s not sustainable for more than 
a couple of years. The owner would likely have 
to work around 60 hours per week to get every-
thing done.



[1] Total classes coached x class rate + overhead
[2] 4/9 of Secondary and Tertiary Revenue
assumes overhead is included in the 4/9

[3] Pay for coaching classes (same rate and overhead as staff)

Lifecycle Model: Scenario 1
Revenue Monthly Annual Class Rate: $30

Net Paying # Members 150 # classes / week: 50

Avg Membership Price $150 Staff Overhead 25% <== workers comp, healthcare, employment taxes

Retention Rate 95%

# New 5

Avg OnRamp Monthly Price $300

Secondary Revenue 0 0% of total Revenue

Tertiary Revenue $0 0% of total Revenue

Specialty Event $250

Total Revenue $24,250

ARM $162

Recurring Expense

Total Recurring Expense $10,756 Avg Expense for gyms with 125-175 members is $11k

Staff Pay

General Manager $0

Coach - Classes $4,062 [1] $48,746

Coach - Other $660 [2] $7,920

CSM / Admin / Social Media, etc $0 $0

Total Staff Pay $4,722 $56,666

One time expense

Gym Equipment $250 $3,000

Total Non-Owner Costs $15,728

Total Net Income (excl Owner Pay) $8,522

Net Owner Benefit

Owner Coaching (Classes) 25

Owner Coaching - Salary $4,062 [3]

Salary $3,500

Dividends

Other Expenses

Total Owner Pay $7,562 $90,746

Net Income (after Owner Pay) $959 $11,513

Recurring Expense 44%

Staff Pay 19%

Operating Profit 36%

   Owner Pay 31%

   One-time expense 1%

   Net Income (after owner pay) 4%

150 Model: Scenario 1



Key Data

• 150 clients.
• 10% of revenue comes from personal training or 

nutrition coaching.
• Note that there’s an additional burden of 40 PT 

sessions per month to fulfill.

Key Staffing Features

• The owner coaches 17 classes per week but also 
does admin, client success manager and social 
media work. 

• There are 33 classes and 10 PT sessions per 
week to fulfill, so the gym owner probably has 
two other coaches helping out. At least one of 
those will be part time, but the other might be 
full time. 

Owner Compensation

• The owner earns the class rate for all classes 
coached, plus a salary of $5,500 per month. 

• The owner collects $99,000 in pay plus $5,400 
in profit at the end of the year.

scenario 2
Pros

• Staffing is tight but offers enough flexibility for 
team members to cover for one another.

• This is probably a “perfect day” scenario for a 
lot of microgym owners in their first few years 
of business: two to three classes per day, three 
to four more hours working on the business. 

• More PT will also aid retention so the owner can 
spend less time marketing.

Cons

• The owner is still doing a ton of work, and most 
entrepreneurs struggle to stay focused, so three 
to four hours of business work become five or 
six. 

• Owners must possess a very diverse skill set: 
sales and marketing, client care, accounting and 
all other admin work.



[1] Total classes coached x class rate + overhead
[2] 4/9 of Secondary and Tertiary Revenue
assumes overhead is included in the 4/9

[3] Pay for coaching classes (same rate and overhead as staff)

Gym Lifecycle Model: Scenario 2
Revenue Monthly Annual Class Rate: $30

Net Paying # Members 150 # classes / week: 50

Avg Membership Price $150 Staff Overhead 25% <== workers comp, healthcare, employment taxes

Retention Rate 95%

# New 5

Avg OnRamp Monthly Price $300

Secondary Revenue 2800 10% of total Revenue

Tertiary Revenue $0 0% of total Revenue

Specialty Event $250

Total Revenue $27,050

ARM $180

Recurring Expense

Total Recurring Expense $10,826 Avg Expense for gyms with 125-175 members is $11k

Staff Pay

General Manager $0

Coach - Classes $5,362 [1] $64,345

Coach - Other $1,892 [2] $22,704

CSM / Admin / Social Media, etc $0 $0

Total Staff Pay $7,254 $87,049

One time expense

Gym Equipment $250 $3,000

Total Non-Owner Costs $18,330

Total Net Income (excl Owner Pay) $8,720

Net Owner Benefit

Owner Coaching (Classes) 17

Owner Coaching - Salary $2,762 [3]

Salary $5,500

Dividends

Other Expenses

Total Owner Pay $8,262 $99,147

Net Income (after Owner Pay) $457 $5,488

Recurring Expense 40%

Staff Pay 27%

Operating Profit 33%

   Owner Pay 31%

   One-time expense 1%

   Net Income (after owner pay) 2%

150 Model: Scenario 2



scenario 3
Key Data

• 150 clients.
• 70% of revenue from group.
• 20% from secondary revenue streams (personal 

training and nutrition).
• 10% from tertiary revenue streams (kids, sup-

plements, etc.).

 Key Staffing Features

• In this scenario, the owner coaches 17 classes 
per week. 

• The owner has not hired a general manager yet 
but does pay $2,000 per month for non-coach-
ing roles. 

• The owner also pays around $65,000 per year 
for class coaches and $42,000 per year for nutri-
tion, PT and specialty coaching. 

• Coaches are paid $30 per class, plus benefits, 
and 4/9ths of secondary revenues. 

Owner Compensation

• The owner earns the class rate for all classes 
coached, plus a salary of $5,500 per month

• The owner collects $99,000 in pay plus $4,700 
in profit at the end of the year.

Pros 

• Diverse revenue streams mean less fragility and 
offer a greater opportunity to hire more staff. 
This makes the owner more replaceable and ac-
tually creates a slightly greater margin for error. 

• When clients take a break or cancel, other reve-
nue streams can close the gap. 

• The best gyms in the world don’t have 10 reve-
nue streams, but they usually have three.

• This model also has greater retention than a 
class-only model and tends to attract higher-val-
ue clients. 

• Coaches’ wages are variable (they earn more by 
growing the pie for everyone).

Cons

• The gym owner isn’t coaching as much. 
• The gym owner has to manage people. 
• The gym systems have to be tight so that every 

decision doesn’t come back to the owner every 
day. 

• The gym must operate according to a set of rules 
instead of allowing the owner to negotiate prices 
and rules with everyone (or offer discounts).



[1] Total classes coached x class rate + overhead
[2] 4/9 of Secondary and Tertiary Revenue
assumes overhead is included in the 4/9

[3] Pay for coaching classes (same rate and overhead as staff)

Gym Lifecycle Model: Scenario 3
Revenue Monthly Annual Class Rate: $30

Net Paying # Members 150 # classes / week: 50

Avg Membership Price $150 Staff Overhead 25% <== workers comp, healthcare, employment taxes

Retention Rate 95%

# New 5

Avg OnRamp Monthly Price $300

Secondary Revenue $6,429 21% of total Revenue

Tertiary Revenue $3,214 10% of total Revenue

Specialty Event $250

Total Revenue $30,679

ARM $205

Recurring Expense

Total Recurring Expense $10,917 Avg Expense for gyms with 125-175 members is $11k

Staff Pay

General Manager $0

Coach - Classes $5,362 [1] $64,345

Coach - Other $3,489 [2] $41,863

CSM / Admin / Social Media, etc $2,000 $24,000

Total Staff Pay $10,851 $130,208

One time expense

Gym Equipment $250 $3,000

Total Non-Owner Costs $22,018

Total Net Income (excl Owner Pay) $8,661

Net Owner Benefit

Owner Coaching (Classes) 17

Owner Coaching - Salary $2,762 [3]

Salary $5,500

Dividends

Other Expenses

Total Owner Pay $8,262 $99,147

Net Income (after Owner Pay) $399 $4,784

Recurring Expense 36%

Staff Pay 35%

Operating Profit 29%

   Owner Pay 27%

   One-time expense 1%

   Net Income (after owner pay) 1%

150 Model: Scenario 3



PART 2:  

WHY YOU’RE NOT MAKING 

$100,00 PER YEAR



6 Common Reasons

1. They’re not paying them-
selves enough. Often, gym 
owners keep “reinvesting” 
their money and just don’t 

take much home with them. It 
seems like they’re in business 

just to pay others, and they ask 
“where did it all go?” at the 

end of the month. (This is the 
easiest problem to fix.)

2. They don’t have enough  
clients. Either they’re not gain-
ing five new clients per month 
or their retention is far too low. 

3. They aren’t earning enough 
from the clients they do have. 
(This is actually the most com-
mon problem for most micro-

gym owners.)

4. They’re not keeping  
clients long enough. Most 
gyms have signed up more 

than 200 clients over time but 
have lost most of them. You 

must keep clients for at least 14 
months to change their lives—
and to change your business.

5. Their expenses are too high. 
Space and equipment should 
be limited to only that which 
is required to provide training 

and nothing more. Staff should 
create at least double the cash 
they’re paid by “growing the 

pie” for everyone.

6. They’re trying to do 
everything. The client 

experience is inconsistent, 
marketing is done only in times 

of desperation, and coaches 
are never evaluated. The gym 

is a one-person show, not a 
real business. The owners are 

burned out, exhausted and 
disillusioned. This isn’t what 

they signed up for.

Most gym owners aren’t actually making $100,000 per year on 150 clients. 
There are six reasons why. In Part 3, I’ll give you the solution for each problem.

To be honest, most gym owners report that they have more than one of these 
problems. So after I tell you the solution to each one, I’ll tell you how to choose 

which to tackle first.



PART 3:  

HOW TO FIX YOUR PROBLEMS—

THE STRATEGIES



Address the 
greatest problem

There are six possible reasons you aren’t earn-
ing $100,000 per year. Print out the diagnostic 
tool on the next page and circle the levels that 

represent where your business is now. 

Your lowest score will tell you the No. 1 
reason you aren’t making $100,000. 

Read on to find out how to improve your 
score—and your income.



1. How much money do you earn from your business (take-home) per month (NOB)?

1 2 3 4 5 6 7 8 9 10
$500 $1,000 $2,000 $2,500 $3,500 $5,000 $6,000 $7,000 $8,000 $8,333+

2. How many clients do you have on recurring memberships?

1 2 3 4 5 6 7 8 9 10
5 15 35 50 75 100 115 125 135 150+

3. What is your average revenue per member per month (ARM)?

1 2 3 4 5 6 7 8 9 10
<$95 $95 $115 $135 $155 $175 $205 $250 $300 $350

4. What is your average length of engagement (LEG) in months?

1 2 3 4 5 6 7 8 9 10
<6 6 8 10 12 14 18 24 30 36

5. What is your time worth—what is your Effective Hourly Rate (EHR)?

1 2 3 4 5 6 7 8 9 10
<$5 $10 $15 $20 $25 $30 $35 $40 $45 $50

6. What percentage of your money goes toward paying expenses, not including payroll?

1 2 3 4 5 6 7 8 9 10
>65% 60% 55% 50% 45% 40% 35% 30% 25% 20%



the solutions
Now that you’ve evaluated  

six key aspects of your business,  
you know where you need help. 

On the next pages, I’ll tell you what each 
score means—and how to improve it.



1: Your Mission

Your first mission is to make $100,000 per year as a 
microgym owner. How are you doing at that mission? 
How much money does your business provide to you?

Add up your pay and your profit distributions first. 
Then add the little “extras”: those times your gym 
pays for your coffee or buys you lunch, your cell 
phone, a vehicle, a music subscription you also use 
at home, etc. Include anything the gym covers.

That’s your Net Owner Benefit (NOB) or the total 
reward you get from your business.

To improve your score:
• Use strategies like Profit 

First. 
• Make more money, increase 

your margins or decrease 
your expenses. 



2: Your Clients

How many clients do you have on recurring  
memberships? 

Remember, more isn’t always better. Our scale only 
goes up to 150+ because we know you can make 
$100,000 with 150 clients. In fact, expenses often 
increase as membership grows, and some gyms 
actually generate less profit with more members.

To improve your score:
• Increase your retention.

• Get more clients through 
Affinity Marketing, referrals, 
media and advertising.



3: Your Value

How much does the average person pay your gym 
per month? 

The top gyms in the world earn over $300 per 
month from each client. Your goal is $205 per client 
per month to start. 

It’s much easier to sell services and products to 
current clients who already know, like and trust 
you. Instead of thinking “I can’t charge that much!” 
ask “what can I sell that’s worth at least $205 per 
month?” 

And if you can move your ARM higher, you’ll make 
more—or you won’t need as many clients to make 
$100,000

To improve your score:
• Diversify your revenue 

streams.

• Add on-ramp.

• Sell more PT or nutrition.

• Raise your rates



4: Your Retention

How long does the average client stay in your gym? 

You must target retention of at least 14 months. If 
you don’t reach that number, you’ll spend all your 
time marketing but still won’t reach 150 clients 
because they’ll leave faster than you can replace 
them.

Remember: It costs money to acquire a client, but 
if that client stays for years, the cost is negligible. 
And if he or she refers friends and family members, 
the client’s value skyrockets. On the flip side, if  
clients don’t stay long, you’ll spend huge amounts 
of time and money replacing them, and your busi-
ness won’t grow.

To improve your score:
• Add on-ramp.

• Map your client journey.

• Hire a CSM.

• Start doing goal reviews.



5: Your Team

How effective is your team at giving you time to 
grow your business?

If you have to change the toilet paper, mop the 
floor, do the programming, coach the classes and 
do the accounting, you won’t have time for growth 
activities such as Affinity Marketing. But if you 
offload those tasks, you can dedicate your time to 
tasks that move the needle.

The value of your time is measured by Effective 
Hourly Rate (EHR). Replace yourself in low-value 
roles and use that time to grow your business.

To improve your score:
• Climb the Value Ladder by 

offloading low-value roles 
and tasks.

• Create intrapreneurial op-
portunities for staff.

• Use the 4/9ths Model of 
compensation.



6: Your Operations

Are your operations streamlined to create maximal 
value for the owner, your clients and your staff? 

Remember: This does not include your pay or staff 
pay. We’re only adding up other expenses here. The 
goal is to get your fixed costs to about 20 percent 
of gross revenue. Gyms that do this create a very 
sustainable model: They can allocate 44 percent 
of revenue to wages and 33 percent to net owner 
benefit.

To improve your score:
• Create a staff playbook. 

• Perform the “five audits”: 
client journey, operations, 
facility, marketing and ad-
vertising, and sales.



The real reason gym owners don’t earn $100,000 per 
year is usually a combination of all these elements: 

• Owners aren’t paying themselves first. 
• They have too many staff members and too much 

overhead.
• They have too few clients and they’re charging 

too little. 
• They have only one offer (group classes or  

personal training).

If you’re facing multiple problems, which do you 
solve first?

Honestly, here’s the most common reaction I get 
when someone completes this worksheet: “Holy 
f***, Coop. I’m doing everything wrong!” 

I get it: We’re all sometimes tempted to just burn the 
business to the ground and start from scratch. But 
you don’t have to. Frankly, you can’t.

Your Mentor and Your Strategies

Now that you know your targets, you just have to 
figure out how to make changes to your current busi-
ness. That’s where your mentor comes in. Your men-
tor’s role is to help you identify your biggest area of 
opportunity (or your greatest threat!), show you the 
moves to make and keep you focused long enough 
to see the benefit. Your mentor will help you manage 
the change with minimal pain.

The key to success in business is simple: You identify 
your biggest opportunities, you find the best strate-
gies to capitalize, and then you repeat those strate-
gies with focused intensity until they stop working. 
Then you find new strategies. Our job as a team of 
mentors is to identify the strategies and tactics that 
are needed right now. Your job is to execute and 
wring every drop of value out of them.

You don’t need to do everything on the Two-Brain 
Roadmap. But you need to execute with consistency 
and focus on the actions you plan with your mentor. 
A clear goal, proven strategies and accountability 
make you unstoppable!


