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Lecading Your PT Business —
Team Coaching, Metrics & Mentorship

Instructor: Jarod Cogswell, General Manager, Life Time Boulder

1. Welcome & Course Overview

What You’ll Learn

* How to lead a personal training department as a business, not a program

* Strategies for coaching and mentoring high-performing PT teams

* Key metrics and mindset shifts that drive PT business growth

Course Description

In this course, veteran fitness leader Jarod Cogswell guides you through the business and leadership frameworks
essential for personal training success. You’ll learn how to think like an entrepreneur, coach your trainers to
greatness, track the metrics that matter, and retain clients by creating meaningful, value-driven relationships.

2. Meet Your Instructor

Jarod Cogswell is a 30+ year fitness veteran and performance coach with a dynamic leadership style.
As the GM of Life Time Boulder and co-creator of Spartan DEKA, he’s opened flagship clubs, built elite

teams, and spoken nationally on fitness leadership. Jarod brings his passion for purpose-driven coaching,
personal accountability, and human connection into every course he teaches.

3. Key Terms You Need to Know

Intrapreneurship: Acting like an entrepreneur within an organization; building your own business inside the club
PT Business Plan: A roadmap that outlines a trainer’s revenue goals, lead strategies, and retention tactics
Closing Ratio: Percentage of consultations that result in a sale

Subscription Model: A billing approach that replaces one-time PT packages with ongoing services

4. Course Roadmap

Module No. Title Duration
1 Treating PT Like a Business 3 mins
2 Coaching Teams 9 mins
3 Business Development 19 mins
4 Marketing, Sales & Retention 22 mins
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5. Module Deep Dives

Module 1: Treating PT Like a Business

Overview: Shift the way you view and manage personal training.
Key Concepts:

e PT should be a core business unit with strategy and investment
e Success is a win for members, trainers, and the club

* Mentorship and passion are foundational to success

Action Exercise: Build a PT business plan template that includes revenue goals, lead gen strategies, and retention goals.

Module 2: Coaching Teams

Overview: Build purpose-driven, respectful, and high-performing PT teams.
Key Concepts:

e Coach with intention — inspire, hold accountable, and develop talent

* Respect between specialties fosters collaboration

*  Weekly meetings help reinforce goals, identity, and results

Action Exercise: Audit your current PT meeting structure. What’s missing? Add one new element this week.

Module 3: Business Development

Overview: Use numbers to drive smarter decisions and career ownership.

Key Concepts:

* Encourage an intrapreneurial mindset in every trainer

* Track closing ratio, referrals, revenue, and retention

e Value-added services (like nutrition or recovery) can boost income and loyalty

Action Exercise: Track your KPIs for the next month and analyze what they tell you.
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5. Module Deep Dives Continued

Module 4: Marketing, Sales & Retention

Overview: Drive sales and long-term retention through meaningful brand connection.
Key Concepts:

e Every trainer should articulate their “why” and unique value

* Relationships drive sales — not scripts

* Retention thrives on consistency, communication, and subscription-based billing

Action Exercise: Have your team write their personal trainer brand story. Use it in an email or social post this week.

6. Cheat Sheet / Quick-Reference Guide

Culture-Building Prompts:
* “How did we help someone win today?”
* “What’s one way to better support each other this week?”

* “Who’s exceeding expectations and why?”

7. Exercises & Practices

1: Build Your PT Business Plan

Map out goals, marketing strategies, pricing models, and retention systems.

2: Weekly Win & Growth Recap

Have each trainer share one win and one area for improvement weekly. Document and track progress.

3: Brand Story Workshop

Guide your trainers in crafting and presenting their personal brand story. Use it in consultations and marketing.
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8. Next Steps & Call to Action
Congratulations! You’ve completed Leading Your PT Business.
To continue driving results:

* Encourage intrapreneurship among your team

e Coach with clarity, not control

* Make metrics and meetings your secret weapon



