
CLASS GUIDE

The Advantage in Action: Building Healthy 
Management Teams in the Fitness Industry
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1. Welcome & Course Overview

What You’ll Learn

•	 Why organizational health is the ultimate competitive advantage in clubs

•	 How to build cohesive leadership teams that align around clarity and accountability

•	 Tools for cascading communication, aligning people systems, and sustaining cultural health

Course Description

Drawing from his unique experience in both the health club and biomedical sales worlds, Tom Nishikawa shares how billion-
dollar industries train sales teams to win with empathy, precision, and problem-solving. This course helps club operators and 
sales professionals adopt proven frameworks like Gap Selling and the Problem Identification Chart to uncover member needs, 
build trust, and drive long-term results — including increased conversions and retention through personal training integration.

2. Meet Your Instructors

Jon Brady joined Midtown Athletic Clubs in 2013 as the company’s COO. His responsibilities included 
overseeing significant performance gains across the business, and growing revenues and profitability with 
a clear focus on strategic clarity and organizational health. As president, Brady is responsible for leading all 
operational and corporate functions across Midtown Athletic Clubs’ portfolio, which includes eight luxury 
athletic clubs and urban sports resorts in the U.S. and Canada. Prior to joining Midtown Athletic Clubs’ 
executive leadership team, Brady served as COO at Aspria, a premier sport and spa facility in Europe. Earlier 
roles have also included regional director at Holmes Place Health Clubs in London U.K., and CEO of one 
of New Zealand’s premier professional sports teams at Bay of Plenty Rugby. Midtown Athletic Clubs was 
founded in 1970 by the Schwartz family, and has remained a family-operated organization.

Ralph Rajs is a passionate fitness industry leader known for driving growth, optimizing operations, and 
building high-performing teams. He plays a key role in mentoring future professionals through the Club 
Solutions Institute, launching in May 2025. With a sharp eye for trends and a strategic mindset, Ralph 
excels at turning insights into results across fitness, esports, and consumer engagement. He’s also an 
accomplished 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

Organizational Health: A state of clarity, alignment, and cultural consistency that drives performance

Vulnerability-Based Trust: Team trust built through openness, honesty, and admitting mistakes

Thematic Goal: A single rallying cry that unifies leadership focus for a set period of time

Cascading Communication: Consistent, repeated messaging across the org to reinforce clarity

People Systems: Hiring, performance, rewards, and accountability practices that reflect values



The Advantage in Action: Building Healthy 
Management Teams in the Fitness Industry

5. Module Deep Dives

Module 1: Why Organizational Health Matters

Overview: Healthy, cohesive teams outperform technically “smart” teams by reducing 
turnover, boosting retention, and creating consistent results.

Key Concepts:

•	 A cohesive culture sustains long-term profitability

•	 Healthy teams beat “smart” teams when trust and clarity exist

•	 Leaders set the tone for culture through consistency and modeling behavior 

Action Exercise: Identify one area where your leadership team operates in silos. Discuss how health could bridge the gap.

Module 2: Building the Foundation of Trust and Accountability

Overview: Vulnerability-based trust is the foundation. With trust, healthy conflict 
creates true commitment, and accountability becomes peer-to-peer.

Key Concepts:

•	 Leaders must go first to model vulnerability

•	 Healthy conflict prevents artificial harmony and builds buy-in

•	 Peer-to-peer accountability sustains alignment on results 

Action Exercise: Host a team session where each leader shares one personal strength and one weakness.
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4. Course Roadmap

Module No. Title Duration

1 Why Organizational Health Matters 33 mins

2 Building the Foundation of Trust and Accountability 30 mins

3 Creating Clarity and Shared Direction 43 mins

4 Driving Alignment Through Communication and Meetings 28 mins

5 Sustaining Health Through Culture and Discipline 24 mins
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5. Module Deep Dives Continued

Module 3: Creating Clarity and Shared Direction

Overview: Alignment comes from clarity on six critical questions and focus on a single rallying cry.

Key Concepts:

•	 Everyone must understand the “scoreboard”

•	 Six critical questions create shared purpose (Why do we exist? How do we behave? etc.)

•	 A thematic goal drives focus and peer accountability 

Action Exercise: Define your team’s rallying cry for the next 6 months.

Module 4: Driving Alignment Through Communication and Meetings

Overview: Clarity must be reinforced constantly through structured communication.

Key Concepts:

•	 Cascade clarity through consistent, repeated messages

•	 Meetings are the backbone of communication: daily, weekly, monthly, quarterly

•	 Overcommunication aligns culture and prevents silos 

Action Exercise: Audit your current meeting rhythm. Where can you add clarity and repetition?

Module 5: Sustaining Health Through Culture and Discipline

Overview: Organizational health must be reinforced through hiring, performance management, and leader behavior.

Key Concepts:

•	 People systems must align with values

•	 Leaders must model and protect culture

•	 Sustained health requires ongoing discipline 

Action Exercise: Review your hiring and rewards process. Do they reinforce or undermine stated values?
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6. Cheat Sheet / Quick-Reference Guide

Key Metrics to Track:

•	 Staff turnover rate

•	 Member retention with strong leadership alignment

•	 % of staff who can articulate the organization’s rallying cry

Top Strategies:

•	 Model vulnerability and openness as a leader

•	 Establish and reinforce clarity through six critical questions

•	 Use structured meetings to cascade and reinforce alignment

Common Mistakes to Avoid:

•	 Prioritizing technical expertise over cultural health

•	 Avoiding conflict to preserve “harmony”

•	 Treating organizational health as a one-time project



7. Exercises & Practices

Trust-Building Session

Goal: Strengthen vulnerability-based trust 

Instructions: Have each team member share a personal story or failure that shaped their leadership.

Rallying Cry Workshop

Goal: Establish thematic focus

Instructions: Answer the six critical questions and define a 3–12 month rallying cry.

Meeting Audit

Goal: Improve communication rhythm

Instructions: List all current meetings. Rebuild using daily, weekly, monthly, quarterly cadence.

8. Next Steps & Call to Action

Congratulations! You’ve completed The Advantage in Action:  
Building Healthy Management Teams in the Fitness Industry. 

Move forward by:

•	 Implementing vulnerability-based trust exercises with your team

•	 Establishing clarity through six critical questions and thematic goals

•	 Reinforcing culture and alignment through structured meetings and people systems
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