ClubSolutions

CLASS GUIDE

Controlling Costs Without Compromise:
A Practical Guide for Fitness Opercators

Instructor: Ralph Rajs, Fitness Industry Leader & Mentor

1. Welcome & Course Overview

What You’ll Learn

* How to proactively manage payroll — your largest controllable expense.

* Tools and strategies to reduce purchasing costs without sacrificing quality.

* Real-world tactics to stretch every dollar while improving operational efficiency.

Course Description

Profitability isn’t just about revenue — it’s about how well you manage costs. In this course, veteran operator and
strategic leader Ralph Rajs walks you through how to take control of your two biggest expense areas: payroll and
purchasing. With practical insights, simple tools, and proven practices, Ralph shares a system for keeping costs in check
without compromising member experience or staff morale.

2. Meet Your Instructor

Ralph Rajs is a passionate leader with decades of experience across fitness, esports, and consumer
engagement. Known for driving growth and building high-performing teams, Ralph brings a strategic,
results-oriented mindset to everything he does. As a mentor for the Club Solutions Institute, he helps guide

the next generation of fitness professionals. Ralph is also a decorated endurance athlete, having completed
five Ironman races and 12 marathons, including major events in New York, Chicago, and Washington, D.C.

3. Key Terms You Need to Know
Payroll Budgeting: Forecasting and tracking all labor expenses against department goals.

PAR Inventory System: A stock management system that helps prevent
over-ordering by defining minimum and maximum inventory levels.

Vendor Rebidding: Reviewing contracts annually to ensure you’re getting competitive pricing and terms.
Department Ratios: Performance benchmarks (e.g., payroll as % of revenue) used to evaluate staffing efficiency.

Cash Flow Management: Strategies to maximize liquidity and
stretch dollars through payment terms and ROI-driven decisions.

4. Course Roadmap

Module No. Title Duration
1 Mastering Payroll ~ 23 mins

2 Smarter Purchasing ~ 14 mins
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5. Module Deep Dives

Module 1: Mastering Payroll — The Cornerstone of Cost Control

Overview: Payroll is your largest controllable expense — and the area with the greatest opportunity for optimization.
Key Concepts:

* Manage payroll proactively, not reactively.

* Track payroll weekly against budget, schedule, and actual hours.

* Use department ratios to identify outliers and coach managers.

Action Exercise: Compare your current payroll reports with weekly
schedules and actual labor data. Are you catching gaps early?

Module 2: Smarter Purchasing — Taming the Second-Largest Expense

Overview: From paper towels to protein powder, every purchase impacts your margins.
Key Concepts:

* Use a PAR inventory system to control ordering and avoid waste.

* Build good vendor relationships — but re-bid contracts annually to stay competitive.
e Evaluate every purchase on ROl and payment terms to stretch your dollars.

Action Exercise: Identify your top five vendors. When was the last time
you re-bid their contracts or analyzed their cost versus value received?

6. Ralph’s Cost-Control Playbook

1. Pay weekly attention to payroll — not just monthly.

2. Coach department heads using data, not gut instinct.

3. Create discipline around purchasing — eliminate ad hoc orders.
4. Always ask “Is there a better deal?” when contracts renew.

5. Buy smarter, not cheaper — focus on total ROI.

6. Stretch payment terms whenever possible to improve cash flow.
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7. Exercises & Practices

Payroll Efficiency Review
Goal: Identify where labor overages are happening

Instructions: Choose one department and compare scheduled vs. actual hours over four weeks.

Vendor Scorecard
Goal: Evaluate if current vendors are still competitive

Instructions: Rate vendors on cost, quality, service, and terms. Flag for rebidding if needed.

Inventory Optimization Drill
Goal: Reduce supply waste

Instructions: Implement PAR levels for your top 10 products and review reorder frequency.

8. Next Steps & Call to Action

You’ve completed Controlling Costs Without Compromise!
Here’s what to do next:

* Set weekly payroll review checkpoints with department leads.
e Inventory your vendor contracts and prioritize rebidding 1-2.

* Review purchasing process for consistency and accountability.



