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READ THIS FIRST:
The Intramural Open, this guide and its contents are the copyrighted intellectual property 
of Two-Brain Business. You may republish blog posts and videos, where indicated, with a 
link back to Twobrainbusiness.com and a credit like this: *Credit for the Intramural Open 
to Two-Brain Business. 

This guide was written to help gym owners, period. 

To anyone trying to sell a product or service using the contents of this guide or copying 
parts to mass-publish on websites or sell to other gym owners—stop. This is not for you. 

Our legal team works hard to make sure we can keep producing free stuff to help gym 
owners, and we won’t let anyone profit at their expense.
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 A NOTE FROM CHRIS COOPER
How do you make a worldwide competition appealing and fun to your members?

And how do you turn a bunch of hard workouts into something that will actually encour-
age, inspire and retain your members—without burning out your staff?

The Intramural Open is the answer.

Since 2012, we’ve been sharing this amazing five-week event with gym owners around 
the world. The Intramural Open can be a standalone event or it can be used to turn the 
CrossFit Open into an event that creates real value for your members.

We started the Intramural Open at Catalyst in 2012. We had four teams. Our coaches 
were captains, and we tracked points on an Excel spreadsheet.

Since then, the process has evolved many times. But the core is the same: 

 • Amplifying the camaraderie and community instead of the leaderboard. 
 • Pulling people together on teams instead of separating them by rank. 
 • Building goal setting into the process and improving retention. 
 • Using the Open to help your gym in a measurable way.

Most importantly: The Intramural is about having fun. 

It’s really important to deliver this amazing experience in a way that doesn’t crush your 
soul. In the first few years of running the Intramural Open at my gym, I’d finish the six 
weeks completely exhausted. My members were thrilled with the experience, and I was 
proud of their accomplishments … but I hadn’t yet figured out how the Open would ben-
efit the gym (or my family). 

We’ve got that solved now, and you’ll see a detailed plan for success in this updated 
guide for 2022. 

A gym can be the best business in the world to own—or the worst. It can be fun and 
invigorating, or fun and exhausting. I love the Intramural Open because it’s such a great 
example of how a gym can be a fun place that pleases clients while filling the owner’s 
tanks instead of draining them.

See you out on the floor!

Coop
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SECTION 1—THE BASICS
If this is your first time running the Intramural Open, the Basics 
section is just for you. We’ll explain what the Intramural Open is 
all about and tell you exactly how to run it.
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OVERVIEW

It all starts by selecting your best members as team captains—think personality, not skill. 
These captains will then fill their teams with other members of your gym by both drafting 
and recruiting them. 

Once the Intramural Open begins, your members earn points for their teams by complet-
ing workouts, showing spirit and placing in the top three inside your gym. At the very 
end, the team earning the most points wins!
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TIMELINE
We’re often asked about timelines for running the Intramural 
Open. While there is plenty of flexibility in how you can run it, 

this schedule will keep you on track in 2022.

Launch pre-Open programs Now-Feb. 21
Advertise the Intramural Open Now-Feb. 28

Official Open Registration Jan. 13-Feb. 28
Set up scoring system, set pricing Jan. 27

Select team captains Jan. 27
Draft day Feb. 3

Recruiting period Feb. 10-28
Workout: CrossFit Games 22.1 Feb. 24-28
Workout: CrossFit Games 22.2 March 3-7
Workout: CrossFit Games 22.3 March 10-14

Workout 4 March 17
Workout 5 March 24

Event 6 March 31
Launch post-Open programs: Apr. 15
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SETUP ACTIVITIES
Before you open registration to your members, complete a few setup activities. 
They won’t take long, and getting them out of the way will put you on track for suc-
cess down the road.

Step 1: Set Up Your Pricing

The Intramural Open is always the best event of the year at many gyms, but it’s a lot of 
work. We highly recommend you charge members at least the same amount as they pay 
to register for the regular Open: $20. 

In February 2019, we actually witnessed a shift: members only signing up for the Intra-
mural Open and not the standard one. It’s your choice how your gym handles that, but at 
the very least, charge what’s fair for your time and service.

Step 2: Select Your Captains

The right captains will make or break your Intramural Open. Captains shouldn’t be the 
top athletes in your gym but rather the members you would describe as “most fun.”  
We recommend having at least three to four teams, so you’ll want at least three  
or four captains.

Step 3: Set Up Your Scoring

Scoring the Intramural Open isn’t complicated (see below), so you can simply use a 
Google sheet. Or you can use your gym’s existing software platform if it has scoring capa-
bilities. 
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PRE-OPEN ACTIVITIES
Although the first workout will be announced Feb. 24, the magic around your Intramural 
Open starts well before that date.

Step 1: Create Divisions

We’ll get to scoring rules later, but divisions come into play because the top three in each 
division win extra points. We recommend setting up at least Men’s and Women’s divi-
sions. If you have enough members to support it, Men’s Masters and Women’s Masters 
work really well, too. You can set the age cutoff wherever it makes sense for your gym.

We’ve seen some gyms try a scaled division, but it doesn’t typically work out well be-
cause lower-level Rx athletes inevitably drop down to take the top three spots in the 
scaled division.

Step 2: Open Registration

The Intramural Open should take over your gym, and it all starts with getting as many 
members registered as possible. Note: It’s important that they register with you and not 
just on Games.CrossFit.com if they choose to do the standard Open.

We recommend manual registration on a whiteboard so members can see who signs up. 
Group mentality works and will encourage others to participate!

Step 3: Draft Day

Think of draft day as the kickoff event of your Intramural Open. There are several ways 
you can do it, but here are the basics:

1. Each captain chooses a team name.

2. Create four Facebook groups: one for each team, with you (the gym owner) and 
each captain as an “admin” for each group. Create a fifth group for you and the 
captains only so you can get messages to captains and teams quickly. You could 
also set up a Slack channel or group text thread for communicating with captains. 
Or use something like WhatsApp or Telegram.

3. Divide your “serious” competitors between the teams with a draft. 

In our draft at Catalyst, we presented the captains with a list of athletes already regis-
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PRE-OPEN ACTIVITIES

tered for the Open on draft day. Each were allowed to “protect” two athletes—mostly 
spouses or best friends—for their team. The rest were thrown into a hat. Draft order 
was determined each round by randomization (e.g. 1-2-3-4, 4-2-1-3, 2-1-4-3, etc.). One 
year, captains drew names randomly; another year, they could choose their athletes from 
the list of preregistered Open athletes. It’s up to you. If the draft isn’t done by random 
choice, we recommend keeping the order of the draft secret so no one is the “last one 
picked.”

We still love doing the draft on a whiteboard for a nice visual, but you can also use digital 
platforms to assign people to teams.

Peak Moment Opportunity: Stream the draft on Facebook Live. Share the feed in your 
private members group or on your personal page. If the draft is completely random, show 
everything. If you are drafting based on talent, draw your competitors’ names publicly 
and turn off the cameras when it comes time to draft your other clients.

Step 4: Recruitment Period

Not everyone will sign up before the draft, and that’s OK because now it’s recruit-
ment time!

Immediately after the draft, the rest of your gym membership is open for recruit-
ment. Captains can bribe, coerce or otherwise attempt to sign up any member for 
their team. Keep track of sign-ups as they happen. We recommend captains show off 
their new additions by posting in your Facebook group as well. 

Remind your clients that your goal is to provide fun, collaborative competition.  
Click here to see how we presented the Intramural Open on the Catalyst site. Copy 
the post if you like—just link back to the Catalyst Gym site from whence it came.

Because scoring usually favors the largest team, we have a recruitment limit to keep 
things even. Any team can recruit up to 25 members but must then wait for other 
teams to recruit 25 members before recruiting more. We have two captains who are 
very good at recruiting—one once left the draft with a list of texts already waiting on 
his phone. 

Expect more people to sign up for the Open because they’re asked by the captains; 
this is the whole point of the Intramural Open. We once had 22 signed up before the 
draft and hit 60 before 6 a.m. the next day. 

https://catalystgym.com/specialty-groups/2021-catalyst-fitness-intramural-open/
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PRE-OPEN ACTIVITIES

Peak Moment Opportunity: Have members post “I’m drafted! #Gym-
NameOpen2022” on social media. Even better, have each drafted member sign a 
“contract” to play for his or her team, and then take a picture of the member holding 
it on draft day.

For example: Create a certificate that says “DRAFTED!” and email it to the client after 
she agrees to be on the Flying Monkeys 2022 team. She takes a selfie to confirm she’s 
a member of the Flying Monkeys and posts it on Instagram and Facebook. We’ve also 
seen gyms create “trading cards” for drafted clients and interview them like they’re 
superstars who just signed a multi-million-dollar contract.

To encourage other members to sign up, drafted clients can also nominate people  
in the gym.

For example: “I’ve been DRAFTED! I’ll be a proud member of the Flying Monkeys in 
2022! I nominate Richard Simmons to sign up! #CatalystOpen2022 #crossfitopen.”

Step 5: Plan Workouts 4 and 5 and Event 6  

The official Open is three weeks long in 2022—and you can certainly stop there if you 
want. 

But you can also add in more events. If you do, make sure workouts 4 and 5 are fun 
and accessible to keep the good times rolling. Because the official workouts are an-
nounced weekly, you might have to make adjustments to the two workouts you cre-
ate—but we suggest getting a loose plan in place before the chaos starts. It’s easier 
to revise a plan than try to create one on the fly.

See Page 15 for ideas for the sixth event.
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PRE-OPEN PROGRAMMING
Be sure to regularly program common movements seen in previous versions of the 
Open, and make sure coaches have teaching points dialed in. 

More importantly, brief your coaches about upcoming clinics and seminars so they 
can mention them to clients who want more instruction (see Before-the-Open Skill 
Work on Page 18). Coaches should also be ready to recommend clients book PT ses-
sions if they want a trainer’s undivided attention as they prepare for the Open.
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THE OPEN
Registrations are in, teams are chosen and it’s time for the Intramural Open to begin. 
Now we use our points system, events and prizes to keep the energy alive!

Points and Scoring

The Intramural Open is built for participation and fun. Scoring reflects those goals:

1. Teams are given 1 point for every athlete who completes an Open workout.

2. Teams are given 3 points for every athlete who finishes among the top 3 
women or top 3 men in the gym in each workout.

3. Teams are given 5 points if they win the Spirit of the Open award on any given 
week (we’ll talk about this later).

In our section on generating revenue (Page 17), you’ll learn about the true power of 
points. Feel free to tweak the numbers, but these point values work well to start.

Events

At the bare minimum, we recommend an Announcement Party for the first workout. 

1. Really amp up the excitement as the first workout is released. Then have 
some members throw down right away. Play loud music and have some bever-
ages. Even better, stream it all on Facebook!

2. Encourage teams to celebrate their spirit with shirts, noisemakers, etc.

3. Points are awarded to encourage participation and fun.

Many gyms continue to hold weekly events such as Friday Night Lights. Because you 
already know how to run a group, I won’t write about how to promote the actual 
workouts. But make it loud and make sure your gym is spectator friendly—if only 
temporarily.

We’ve found that five Fridays in a row can be taxing on both members and staff, so 
change it up. Have a live announcement event one week, a Sunday Funday the next 
(WOD then brunch), and a Suffer on Saturday the next.

Change it up as you see fit, but keep it fun and don’t overtax your staff.

COVID-19 Considerations: As the pandemic continues, be sure to follow all local health and 
safety protocols while you have fun. The media you publish during the event should show 
that you are adhering to all mandates. 
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THE OPEN
Coaching During the Intramural Open

By Josh Martin, Two-Brain Coaching

I’m going to tell you exactly how to effectively coach your clients through the Intra-
mural Open. If you follow the eight steps below, you’ll show your clients what world-
class coaching looks like and you’ll increase retention.

Step 1
Tell them what it is and what it is not. 
The Intramural Open is an opportunity to assess their fitness capabilities in a fun, 
slightly different environment than they are used to. For five weeks, you will provide 
space and time for them to do workouts alongside their best friends. It is not a rea-
son to be scared, put pressure on themselves or have an anxiety attack. Nor should 
they base their self-esteem on a workout score. These are just workouts.

Step 2
Show them how prepared they actually are for this challenge.
Highlight elements of your programming that have helped them progress so they 
gain confidence in themselves. Look back at past Open workouts to pull out trends 
and connect the dots to your programming. The better you can do this, the more 
trust you will build.

Step 3
Tell them how to approach “game day.” 
It’s not about training more but about giving your body the proper rest and nourish-
ment it needs. I recommend breaking down an ideal week of training given what you 
know about your clients: When should they come in, how hard should they push, 
what should they eat? Show off your expertise!

Step 4
Use the Intramural Open as a fun rallying event.  
Highlight how much emphasis is placed on fun and camaraderie over workout re-
sults. Share stories of years past. Have prior Open participants do the same. Cel-
ebrate your clients and put them on podiums (see Section 4, below).

Step 5
Make it personal.
Work with each client individually to set specific goals for each workout. This should 
be done in a way that challenges them slightly so they still leave feeling positive  

https://twobraincoaching.com/
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THE OPEN
about each experience. It will require honesty on your part: If Tommy can’t do a 
single pull-up, don’t use a muscle-up as a goal. 

Step 6
Celebrate Bright Spots.
Do a “workout debrief” with each client and help them find as many wins as possible. 
Then, encourage a community sharing of these Bright Spots in your private members 
Facebook group after each workout. Highlight them on social media. Also, identify 
one or two areas where they would like to improve in the coming year. At this point, 
you should be taking notes on each client. We’ll use it in the next step!

Step 7
Book goal reviews with each client individually.  
Do this about one or two weeks after the final workout. We want to capitalize on the 
excitement of the Open. Come well prepared with the notes you made in the previ-
ous step. 

In each meeting, share your favorite win that the client had. Ask, “What was your 
favorite moment?” and, “What is one thing that you’d like to improve on?” Write a 
plan to help the client get there. This might be adding in nutrition coaching and a few 
PT sessions, it might be just one of those options, or it might be providing account-
ability so they use their membership to the fullest. One option is a premium add-on, 
one option is a small add-on, and the third option is free.

Step 8
Share this entire coaching plan with your clients.
Write out the above seven steps, create a cool infographic and share it with your 
clients. As coaches, our job is to help our clients manage their stress and maximize 
their fun. Showing them your plan takes care of most of the pre-Open nerves. 
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THE OPEN
The Sixth WOD

We always add a sixth event to level out the scoring.

Event 6 can be anything you want. You could use dodgeball, a Zwift team race, a giant 
marathon row or flip cup. 

In 2019, Event 6 at Catalyst was an escape room, and members of the Two-Brain fam-
ily got our full Escape Room Plan, with a list of clues and materials they could buy 
cheap. If you don’t have a plan, you can buy inexpensive escape-room kits online.

We’ve also done a biathlon: Teams get one rower and a Nerf gun. Each person on the 
team rows 250 m, then picks up a “rifle” and shoots at homemade targets. You could 
use your wall-ball targets (we strung pie plates across the gym instead). A shooter 
rows, then fires at five targets. For every target the athlete misses, he or she does 
five burpees before the next rower starts. The winner is the first team to 10,000 m.

Finally, you could set up a “ninja course” and rank teams by their total time to com-
plete.

Your creativity is your limit, and Event 6 is often the highlight of the Intramural Open.

Prizes

Our “grand prize” is a week of lunches for the winning team. But you can arrange 
anything. We’ve found social events to work best.

Hang a banner (see the Post Open section below) in the gym with team members’ 
names on it. Forever Fierce can print them for you.

http://www.foreverfierce.com/
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SECTION 2—GENERATING 
REVENUE
The Intramural Open isn’t just about building up your members. 
It’s about building up your business. This happens before the 
competition even begins!
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BEFORE-THE-OPEN SKILL WORK
During the Intramural Open, your members care more about a thruster, snatch and 
pull-up than at any other time in the year. In fact, their ability/inability to do them 
becomes an emotional experience. That is your opportunity to help them in the 
weeks leading up to the event.

Each year, Catalyst runs a six-week Olympic-lifting course that sells out in less than 
48 hours. We cap it at 10 people and charge $250 per person. That’s $2,500 in imme-
diate revenue, but we capture all the data from this course and use it to market and 
sell another one after the Intramural Open.

Weightlifting is one example, but the possibilities are endless. And you know exactly 
what people need to work on: double-unders, pull-ups, chest-to-bar pull-ups, butter-
fly vs. kipping pull-ups, handstand push-ups, etc.

A six-week course is one example of a pre-Open opportunity to generate revenue, 
but the options are endless:

 - Courses.
 - Clinics.
 - Accessory programs (conditioning, strength, etc.).
 - Private and small-group skill sessions.
 - Competition nutrition seminars.

Here are two examples of revenue-generating programs from Two-Brain Program-
ming. The first is from Vincent Camps, and the second is from Brooks DiFiore, who is 
also CEO of Arsenal Strength.

1. Gymnastics Example and Free Guide

If you have members determined to get their first pull-up or handstand push-up, you 
can run a Gymnastics Open Prep Course four to six weeks out from the first official 
workout. Head to twobrainprogramming.com to sign up for a 30-day free trial and 
download a four-week Gymnastics Open Prep Course you can use at your gym before 
the Intramural Open. (Two-Brain Programming provides quarterly done-for-you spe-
cialty course programs complete with marketing materials.)

2. Individual Sessions and Hybrid Programs

In addition to small-group specialty courses, there is no better way to prepare an in-
dividual than to take him or her through a couple of one-on-one skill sessions. These 
allow you to focus on that particular athlete’s strengths and weaknesses. 

https://twobrainprogramming.com/
https://twobrainprogramming.com/
https://twobrainprogramming.com/
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BEFORE-THE-OPEN SKILL WORK
At Two-Brain Programming, we build opportunities for coaches to have conversa-
tions around one-on-one development into our daily session plans, and the pre-Open 
period is a prime time to ask clients if they want some direct attention so they can 
quickly improve skills that will help them in the competition. Individual skill sessions 
should be priced the same as your PT sessions.

Another option is to run a hybrid specialty course and allow clients to choose be-
tween tiers that combine classes and personal training. Hybrid courses are great for 
gyms looking to grow their personal-training businesses and help their coaches find 
long-term clients. 

This is how Arsenal structures a six-week “hybrid specialty course” with two classes 
per week. The price is set by charging about $20 per class and $50 per 30-minute PT 
session.

Tier 1: Six-week course + 1 30-minute skills session—$300
Tier 2: Six-week course + 3 30-minute skills sessions—$400
Tier 3: Six-week course + 6 30-minute skills sessions—$500

Here is the breakdown generally seen for tier selection for courses capped at 10:

Tier 1: 7 clients 
Tier 2: 2 clients
Tier 3: 1 client

Total Revenue = $3,400

A few things to note:

1. Consider giving your clients the option to make two payments—one when they 
reserve their spot and a second halfway through. 

2. Personal training sessions purchased with the specialty course must be used be-
fore the course ends. 

3. Encourage clients to use at least one of their sessions within the first week. Doing 
so will give them a specific focus for the remainder of the course and might lead to 
an upgrade in membership if they are on your Tier 1 option. 

4. Sit down with your clients for a post-course goal review. A few will still want more 
and might have the desire to continue working one on one.
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RETAIL & REGISTRATION
Open-themed shirts, protein and gear are in high demand come Intramural Open 
time. At the very minimum, have Forever Fierce design shirts for you to sell to your 
members.

Jason Rule at Driven Nutrition can help you put together and market the perfect 
supplement packages.

Registration Fees
Registration fees are a straightforward way to generate revenue during the Intramural 
Open. 

Caution: We have seen blowback when gyms include the price of a shirt and charge in 
excess of $50. Our recommendation is to sell retail separately from registration!

Point-Incentivized Activities
During the Open, points become an amazing currency. Use them to generate revenue 
and marketing material. 

• Earn 2 points by scheduling a skill session.
• Earn a point by leaving a review on Google or Facebook.
• Submit a testimonial video about how the gym has changed your life—1 

point for a submission, 3 for the best one.
• Check in to the gym for entry into a random drawing each week for 3 points.
• And so on. Think of creative ways to encourage members to help your busi-

ness as they help their team.

https://foreverfierce.com/
https://drivennutrition.net/
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KIDS AND GOAL SETTING

Do a Kids WOD Heat During the Open

In 2019, we had three kids heats for different ages so children could be just like 
mom and dad. At the end, each received a medal and a certificate. All of this was 
completely free, but our gym was tagged more in social media than ever before as a 
result. We generated our largest kids program revenue the month after—not a coin-
cidence.

Post-Open Goal Setting and Prescription
Athletes always tend to have a stronger connection to their failures than their suc-
cesses. Sally will remember Joan beat her because she messed up on her double-
unders but will overlook the fact she won a different WOD. Once again, that’s your 
time to help.

While memories of the Open are fresh, have clients schedule a goal-setting session 
(offer each a point during the Open for booking). Help them set a goal and give them 
what they need to get there (personal training, accessory plan, etc.).
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SECTION 3—ELEVATING 
AND FRESHENING UP YOUR 
INTRAMURAL OPEN
Thousands of you around the world have experience running 
Intramural Opens, so your members have seen them before. 
How do you keep the event fresh or take it to the next level?

The options are endless, but here are some ideas.
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ELEVATE AND FRESHEN!

Tweak Some of the Basics
Small adjustments can add a completely new flavor to the Intramural Open: 

• Number of teams—Change the number of teams or spread apart your most 
talented athletes. This can help make it more competitive overall.

• Divisions—If the same athletes are always the top three in your divisions, 
think about splitting up the divisions. Example: Have a men’s and a women’s 
division for athletes with fewer than two years of experience and a men’s and 
women’s division for athletes with more than two years.

• Number of team captains—We started with one captain per team but quickly 
moved to two. Now, every team has two cheerleaders and organizers, which 
has major benefits.

• Points—Use points to get the behavior you want. If your lower athletes aren’t 
submitting scores, then weight participation higher.

Draft Everyone
In 2019, instead of drafting only those who registered, we drafted every single mem-
ber in the gym! It was awesome.

Now instead of recruiting people by asking them to join your team, you’re  
asking them to join your team because they’re already on it. Talk about  
increased peer pressure!

Involve the Kids
We already mentioned the heats for kids in one of the WODs, but children are worth 
mentioning again. It is an extraordinary moment when your members and their kids 
can share something at your gym. It will be a highlight of everyone’s Open. Find a 
way to get young ones involved!
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SECTION 4—ELEVATE YOUR 
CLIENTS AND SHOWCASE 
YOUR BUSINESS
When CrossFit was producing media, it did a great job of creat-
ing superstar athletes. You can use that template to do the same 
thing at your gym and make your clients feel like stars!
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FOCUS ON THE PODIUMS

Events are a great way to keep the energy high, but so are the “podiums” you create 
around those events. 

The “impact awards” we’ve done in the past are always incredible. Each week,  
members could nominate an athlete who inspired them. We printed each of the 
nominations and posted them on the board for everyone to see. This created more 
tears, hugs and smiles than anything we’ve done.

Other examples: 

• Build up to WOD announcements, interview athletes on video after each 
workout, and share the interviews throughout the week. Talk about point 
spreads with “expert commentary.” If you see something done on the Games 
site, you can do it, too: client stories, interviews, commentary. 

• Copy HQ: do a weekly “Open Review” show where your goal is to name as 
many athletes as possible. Do it live on Facebook or record it to share on You-
Tube.

• Tag your photos with your gym name, #crossfitopen, #intramuralopen, #two-
brainbusiness and #twobrainboxes (so we can share your gym’s pics!).

More Media
In the Open, you have an opportunity to elevate and celebrate your clients. At mini-
mum, we recommend you post one Open-themed picture or video per day during the 
event. Be sure to tag the clients you post about so they can feel the love and share 
the media in their own circles. 

Things to watch for (and create if needed):

• Great workout moments and PRs. 
• Smiles.
• High fives, tomfoolery and other elements that showcase the atmosphere. 
• Team photos.

Here are several other ways to generate content:

• Get a cheap mic and interview clients after workouts, when they’re happy 
and sweaty. Ask them why they train and why they love the gym. What would 
they say to someone who’s thinking about starting a fitness program? 
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• Set up a “photo booth” and have people pose for pictures. You can do this 
with a more involved setup or just by leaving a camera on a plyo box.

• Talk to a local photographer or videographer and see what it might cost for 
him or her to spend a few hours at your gym. You can certainly have staff or 
members take pics, too. (If you use a pro, make sure the deal states that you 
can use the media however you like as many times as you like—even in ads. If 
the person tries to place limits on usage, find someone else.) 

• Stream the fun live to Facebook and Instagram. Just be sure not to show 
only shredded beasts who are vomiting between sets. Show average people 
doing amazing things so viewers think, “Maybe I could do that, too!” 

• If you run pre-Open specialty groups or clinics, be sure to take some pictures 
and videos—they’ll come in handy when marketing similar programs. At the 
end of the 2022 programs, be sure to roll the camera and ask participants 
what they learned and how much the training helped them. If a clinic partici-
pant achieves success in competition, ask for a testimonial to use in 2023. 
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SECTION 4—SURVIVAL TIPS
Energy is your currency during the Open. And sometimes we run 
out.

On the following pages, you’ll find strategies for ensuring you 
and your staff survive the Open and are ready to get back to reg-
ularly scheduled programming when it ends.
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PLAN TO SHARE THE LOAD

At Catalyst, our coaches volunteer to judge, score and hype the Intramural Open. 
Some lead teams. All show up to cheer on the athletes even when they’re not “work-
ing.” Everyone at Catalyst spends a lot more time in the gym during the Open. 

So when the Open ends, our athletes are usually thrilled but tired—and our coaches 
are exhausted. That means it takes more effort to bring their energy to regular class 
times again. Here’s how we help prevent coach burnout during the five or six long 
weeks:

1. Schedule extra time off for coaches during the Open. Bring in your backups. Don’t 
let anyone volunteer for every possible extra heat. Give them an extra weekend off 
on a rotating basis.

2. Get as many judges as possible. Offer to pay for members who want to take the 
Judges Course (or even pay their Open entry fees and their Judges Course fees).

3. Set up a heat schedule on your whiteboard. List your judges in attendance and 
open the same number of spots in each heat. Have people write their names under 
each heat on a first-come, first-served basis.

4. Standardize your warm-up. Usually, a coach should lead every second of every 
class. But the Open is competition, not training. Have athletes perform a standard-
ized warm-up on their own so they can arrive when they want to instead of sitting 
around for an hour before their heat.

5. Designate a spouse or staff member to supply the coaches with coffee and food.

6. Buy your staff breakfast before and after the Open. Think of it as “thanks in ad-
vance!” and “thank you very much!” In 2019, my rule was that any coach who judged 
a heat on Friday had his or her next meal covered at the café next to the gym. And if 
you plan the Open to generate revenue, these extra costs can be covered.

7. Delegate the hype. The Intramural Open means your clients will handle a lot of the 
energy generation, leaving the coaches free to organize and manage. I still get really 
wrapped up in the energy and yell more than normal, but I don’t feel like I have to 
energize cold people during the Open. They’re already on the verge of exuberance. 
Let the other clients push them over the edge. Adding a “spirit of the Open” prize 
will really help.

8. Skip one day each week yourself. I remember working 35-42 consecutive days dur-
ing the Open for the first few years. That takes an emotional toll—and also a toll on 
your relationships outside the gym. If you do the Open right (heck, if you do business 
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PLAN TO SHARE THE LOAD

right), you don’t have to be there. Your members should have the same excellent ex-
perience when you’re not in the room. The Open is a great time to test your systems!

The Open is fun, but it’s not everything. Your business is not built on the back of 
competition (I hope). Done well, it can be the cherry on top of your service sundae. 

But if the Open doesn’t make you money, doesn’t improve adherence or retention in 
a measurable way and just wears you out, you can skip it. It’s not your duty to do the 
Open at your gym. 
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A FINAL NOTE
You Deserve to Thrive!

We give this guide away for free every year.

I do this to help you, the gym owner, capitalize on CrossFit HQ’s largest marketing 
push of the year. I don’t do it to provide an alternative to doing the Open.

Make a solid plan, stock up on coffee and enjoy every second of it.

Thank you for continuing to change the world, one bright shining life at a time.

Coop



31
Copyright © 2022 Two-Brain Business™

To get access to more great resources and 
learn from other gym owners, join this 

private Facebook group:

GYM
OWNERS
UNITED

To learn more about how mentorship can 
help you grow your business:

BOOK 
A FREE
CALL

https://www.facebook.com/groups/gymownersonly
https://twobrainbusiness.com/book-a-call/
https://twobrainbusiness.com/book-a-call/
https://twobrainbusiness.com/book-a-call/
https://twobrainbusiness.com/book-a-call/

