
 
 
 
 
 
 
 
 
 

 
 
 

BUSINESS BUILDER 



According to American Sports Data, Pilates 
participation increased 495% between 1998 and 2
Your FitCore™ certified instructors and the followi
tips will enable your facility to leverage this 
continuing trend. 
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To derive maximum benefits from your Pilates 
programming, treat it like a business within your 
business. This means taking the time to take an honest 
look at your facility, your members and your 
competition, identifying your goals and developing a 
strategic plan to achieve them. The extra work that 
this requires is a small price to pay for increased 
profit and more satisfied, loyal members. Read on to 
plot your roadmap to success.    
 

1. Define your target market.  
Identify your lowest-hanging fruit—that is, those members who would be most likely to be 
interested in Pilates. Sure, you’ll want to convert members outside of that group as well. But 
to build the “critical mass” needed to get your business up and running and recover your 
upfront costs it makes sense to start with those who are already interested.  
 
Start by looking at your overall membership base. Odds are they fall into one of several 
categories. Identify the key 5 or 6 types of members that regularly attend your facility.  For 
example, key groups might include men aged 22-35 who workout primarily for aesthetic 
reasons, women aged 35-45 who want to lose weight or seniors who are focused on the health 
benefits of exercise. 
 
Use worksheet 1 to identify and define the key clusters at your facility. Once you’ve done so, 
see which group is the most logical candidate for Pilates programming and note those that 
would be close runner-ups. Make sure your selected target meets the following criteria:  
 

• Your target market should consist of a large enough piece of the pie to sustain your 
business. For instance, if you feel that affluent women aged 45-55 would be the best 
target but only 5% of your members fall within those parameters, you’ll need to 
rethink your offering so that it is attractive to a sizable audience.   

• Is there a significant unmet demand that you can uniquely fill? Can you uniquely 
serve the needs of special populations like athletes or pregnant women? When you 
can solve a problem that’s on the mind of a sizable group, you’ve hit your sweet spot.  

 
Enter your finding below or on worksheet 5.  
 
My target audience: 
Unmet need: 
How my facility will meet that need: 
 
TIP: It sounds like an oxymoron, but be as specific as you can in your generalizations. Talk to 
your members and your instructors as you develop this list. There may be entire audiences 
that you don’t cross paths with and it’s important that you make this list exhaustive.  
 
2. 



Identify your competition.  
Your success depends upon knowing your competition and how 
they do business. Begin by identifying your competition and for 
each competitor, answer the following questions here or on 
worksheet 2.  

• What are their strengths and weaknesses?  
• What is their business model? 
• What is their positioning? Do they offer frequent 

promotional pricing? 
• Who is their target audience? Do they position their 

products to a certain niche? 
• What is their promise? 

 
This exercise will help you understand the type of customer your 
competition is working to attract and how they’re doing it. If it turns 
out that you’re competing for the same customer you must find a 
way to stand out—and ensure that your point of differentiation is 
something that is actually of value to your target audience. Record 
your differentiator below and on worksheet 5.  
 
My key differentiator: 
 
TIP: Make sure that what makes you different is of importance to your target. In other words, you 
don’t want to specialize in training athletes for sports performance if your primary member base 
is comprised of elderly adults who attend your facility for health reasons. Make sure that your 
focus will fit that member base or that you know you can attract the members needed.  
 
3. Look at yourself from a customer’s perspective. 
When you live and breathe your business it’s easy to lose the ability to see it as others do. Making 
the effort to step back and take a brutally honest look at your business can yield serious 
dividends. Conduct a SWOT analysis on your facility programming (the exercise of identifying 
your strengths, weaknesses, opportunities and threats) using worksheet 3. Determining where you 
are is the first step toward getting where you want to be.   
 
Isolate and record the most critical findings below and on worksheet 5.  
 
Key Strength: 
Key Weakness: 
Key Opportunity: 
Key Threat: 



4. Formulate a positioning 
statement.
Ideally you should develop a battle 
cry that no one else can own and use 
it to fill an unmet demand in the 
marketplace. Using the information 
you’ve gathered, answer the 
following questions and develop your 
positioning statement. Record it on 
worksheet 5.  

• What does my business do? 
• Who does my business s

What di
erve? 

• fferentiates my 
business from the 

competition?  
• What unique, valuable and unmet demand can my business fill? 

 
My positioning statement:  
 
TIP: Try to be as specific as possible. The idea is not be everything to everyone—doing so is 
impossible and ineffective. Focus on presenting your unique offerings to an audience with an 
unmet need.  
 
5. Set your goal 
Your SWOT analysis likely gave you a better sense of exactly what you’d like to accomplish. 
Developing a mission statement and just as importantly—making sure that all key players are 
aware of what your mission statement is—is an essential step. Here’s how to do it. 

• Detail your product/service. What is it that you offer your customers?  
• Identify your goal. 
• Reiterate your target.  

 
Your mission statement:  
 
6. Make it happen 
Once you’ve established your mission, you need to figure out how you’re going to make it a 
reality. Get started by answering the following questions. 

• Identify the resources you’ll need to meet your goal.  
• Define the day-to-day operations of your new profit center.  
• Determine what roles need to be filled. Are the right people already onboard or 

will you need to hire additional staff? What training will additional staff need? 
 
Develop a 6-month-1 year timeline with deadlines for the critical components of your plan using 
worksheet 4. 



7. Make it a well-oiled machine
Walk yourself through every step of the customer experience. Assign ownership. Identify 
everything that could go wrong and determine how you’ll make it right. Be sure that you have 
acceptable answers to all of the following questions:   

• Who will spearhead the Pilates program? 
• What will be your requirements for the fitness staff for this program?  
• Where will your classes be held—shared space or designated space? 
• When do you anticipate needing to add Pilates equipment to your program? 
• What will be your program structure—ongoing classes or sessions? 
• How will you attract and respond to interest?  
• Who will be the point-person for phone calls that require more information? 
• What questions are members most likely to ask regularly? Who will they ask? 
• How will you train your staff to answer questions?  
• What will be your 3-minute explanation for the front desk about your program?  
• How will you collect leads? 
• How will you collect and respond to member feedback? 
• What will you do if an instructor quits? 
• What will you do if a student wants a refund? 
• What will you do if an insufficient number of students sign up for a class?  

 
8. Is the price right? 
You’ve got the right ideas, have a sense of your operating costs and are ready to serve them up to 
an eager audience—but at what price? 
 
It’s easier to lower prices than to raise them so don’t start so low that you can’t discount later. 
Here are some other factors to consider when setting your prices.  

• What’s your target’s tolerance level for pricing? Are you catering to a more budget-
minded crowd or a group that is willing to pay a premium for personalized service and a 
more exclusive experience? 

• What does your competition charge? 
• How much money do you need to make for the venture to make sense—and how quickly 

you need to make it? Establish a monetary goal and work backwards to determine how 
many sessions it will take for you to get out of the red—and how many sessions per week 
or month you can reasonably expect to fill.   

• In addition to selling individual classes and packages at a discounted rate, you may want 
to offer non-member pricing (typically at least 50% higher than member prices). This can 
be a great way to increase class size and perhaps generate new members.   

• Most facilities offer mat classes with standard membership and charge additional fees for 
reformer classes. Consider whether the availability of mat classes will facilitate your 
ability to attract new members. 

 



Most importantly, you must determine your costs of setting up and sustaining your business. 
Consider the following. 
 
Start-up costs   

• Staff education/training (TIP: Consider having instructors pay for the training, a portion 
of it or sign an agreement indicating that if they leave before a certain date they will 
reimburse you for a fraction of the costs.) 

• Equipment costs (include shipping.)  
• Time—yours and others spent developing the business structure, researching equipment, 

interviewing staff, etc.  
• Rent or costs for the space and any renovations or upkeep that need to take place.  
• Marketing, including hard costs and staff time.  
 

On-going costs  
• Labor. How much needs to be allocated to the staff needed to sustain the business? TIP: 

Consider profit sharing or bonuses based on goal fulfillment as part of compensation and 
keep in mind that labor costs should never exceed 60% of gross income.  

• Equipment maintenance and repairs.   
•  New/additional equipment.  
• Ongoing marketing and promotional expenses.  

 
TIP: If price is not a selling point (a.k.a. low) then justify it by calling out such benefits as small 
class sizes or a luxurious environment in your communication efforts.  
 
9. Develop a marketing plan  
You’ve identified your target audience, developed your positioning statement and nailed down 
your mission. You’re now ready to figure out how you’re going to communicate the unique 
benefits of your product to your target audience. Get the wheels in motion by answering these 
questions. 

• Calculate your marketing budget. Don’t worry if you don’t have a lot to spend. Our tips 
below can help you make a big impact on a tiny budget.  

• What drives your customers’ decisions to buy? Do they want information? A free trial? A 
discount? Or is something that piques their curiosity enough? Knowing this will help you 
develop your strategy and select communication channels. 

• Make sure that your positioning comes across loud and clear in all of your marketing and 
communications initiatives. Your key selling points and differentiating factors should be 
front and center.  

• Make sure that there is always a clear call to action indicating what you want your target 
to do (i.e. sign up for a free trail, call for more information, visit your website, etc.)  

 
Develop your plan using the tips below and worksheet 6.  
 



TIP: There are plenty of ways to 
launch a targeted, well-planned 
marketing campaign on a shoestring 
budget. Ideas include: 

• Collect leads by raffling off 
a free class every week or 
two.  

• Leverage your existing 
database. Send an email to 
current members alerting 
them of the new program.  

• Create flyers and hang them 
in key areas such as the 
entryway, locker rooms and 
on the back of restroom 
doors.  

• Attract media attention. Create a press release announcing the launch of your new 
programming and send it to health and fitness editors at local media outlets. See 
Appendix A for PR tips.  

• Educate your front desk staff, personal trainers and other group exercise instructors to 
encourage their clients to participate in your new Pilates program. Make sure they are 
well versed on the program’s details and the benefits of participating.  

• Consider launching a promotion. Ideas include offering the first class for free, two classes 
for the price of one or premiums when a student brings a friend. 

• Offer free classes to the public from time to time and use this as a hook to gain the 
interest of local media. This can be particularly effective around the New Year or before 
summer. Find more PR tips in Appendix A.  

• Consider co-marketing with a non-competing business. Maybe you share customers with 
the salon down the street or the coffee shop around the corner. If so allow them to place 
some collateral at your front desk in exchange for allowing you to do the same at their 
location.  

• Conduct a charity fundraiser to gain publicity. For example, give a free class to any 
member who brings in five canned goods for the local food bank around the holiday 
season. Send a media alert to local TV stations and newspapers, noting how the program 
not only helps community residents get in shape, but also those who are less fortunate.  

 



10. Ready, Aim, Hire!
You know that instructors make or break your programming. So how do you find—and keep—
the most dynamic and qualified instructors around?  
 

• If suitable candidates exist in your existing staff, extend the opportunity to them. This 
makes your staff feel valued and gives them the opportunity to drive attendance through 
the other classes that they’re teaching.  

• Hand-pick staff who are strategic and business-minded enough to coherently 
communicate with senior management about what is going well and what needs to be 
improved.  

• Once you’ve made your selections make sure that your entire staff is aware of your 
facility’s goals, service standards and mission statement so that members are treated to a 
flawless experience. This also increases the likelihood that staff will refer members to the 
Pilates program. 

 
If your instructors are newly certified, it may make sense to offer classes for free while they 
accumulate their field hours. This lets members “try before they buy” and gives instructors 
valuable field time to perfect their skills.  
 
If you need to hire new instructors, get a feel for their personality and communication skills by 
asking the following questions: 

• Why do you want to be a part of our instructor team?   
• What new skills can you bring to our team? 
• What is your personal fitness routine? Look for someone who is well rounded.  
• What are your strengths and weaknesses?  
• Tell me about a great experience you had as a participant and as an instructor. 
• Tell me about a negative experience you had.  How did you handle it? 
• Where do you see yourself in 6 months?  In a year? 

 
Screen for technique and practical know-how by seeking out the following skills during the 
audition: 

• The ability to use visual imagery and superb cueing. 
• A Pilates style that matches your facility’s mission.   
• An ability to explain how Pilates fits into an overall fitness regimen and how it 

complements other types of exercise. 
• Enthusiasm and charisma. 
• Proper form and alignment. 
• Ability to interact well with fellow instructors, staff and members. 
• Inclusion of modifications and progressions where applicable.  
• Understanding of when, how and why to make modifications. 
• Ability to create classes that flow seamlessly with minimal transitions. 
• Pleasant vocal quality. 
• Eye contact. 
• Comprehensive knowledge of biomechanics and kinesthesiology.   

 
You might also want to add the candidate to your sub list or have them team-teach with a current 
instructor. This lets you obtain member feedback and provides an opportunity for you to gage 
their respect for and cooperation with their fellow instructors.  
 



After you’ve made the 
decision to hire review all 
facility policies and 
procedures. You may want to 
place the instructor on a 90-
day trial period and monitor 
their performance via class 
visits, member surveys and 
staff feedback. Conversely, 
be sure that someone on your 
staff is available for them 
should they have questions o
concerns.  
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11. Keep Growing  
Once your program is up and running, resist the temptation to put it on autopilot. Here are 
suggestions for ensuring the continued growth and success of your Pilates program.  

• Hold instructor meetings. This allows your staff to learn from each other and lets you see 
how your staff interacts.  

• Offer a mentoring program for new instructors. Structure your program with a clear-cut 
path for development and ensure that teaching positions—or even spots on your sub 
list—are available so that you’re not training your competition’s staff.  

• Continuously offer new educational training options by hosting FitCore Pilates 
workshops. 

• Consider starting an in-house university where instructors teach each other. You may 
want to award “credits” for participation that contribute towards instructors’ certification 
costs. 

• Add new equipment. If you started with a Pilates mat program add small accessories such 
as rings and rollers. As your program grows, consider adding reformers, towers and 
chairs. 

• Be ready for anything. Instructors move, so keep a file of strong subs and candidates and 
encourage members with potential to get certified.  
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Appendix A: Public Relations Tips 
Public relations is an integral part of any marketing plan. Typically, the goal of PR is to create 
and maintain a positive public image. Most organizations achieve this goal by supplying media 
with news in the hopes of generating press coverage.  
 
Whether you’re writing a press release, hosting an event or developing an annual plan, a solid 
strategy is critical.  Answering the following questions will help you get started.   
 

• What is your objective?  What message would you like media to report? 
• How can you make this message newsworthy?  Remember—public relations is not the 

same as paid advertising—so you need to make sure you’re feeding journalists content 
that is newsworthy.   

• Who is your audience?  This will help you create your story and select your target 
media outlets.     

• What your plan?  How will you communicate your message to members of the media?  
Can it be done with a press release and a photo or do you need to host an event?  

 
Because media are perceived as unbiased, PR is the most credible form of marketing. However, 
because editors and reporters are bombarded with “pitches” each day, you’ve got to create a 
compelling, newsworthy story to attract the interest of local media. Remember—the fact that you 
now have Pilates classes may not be newsworthy in and of itself.  You’ll need to create a story 
around your program that demonstrates the impact on members of your community. Suggestions 
for doing this include:   
 

• Add a human element to your story. Profile a student or an accomplished instructor. 
Putting a local face on your story makes it much more interesting to media. Include a 
photo and solicit a quote.   

• Incorporate a local hook. Indicate why your story should matter specifically to 
members of the community. 

 
Resources  
www.fitcorepilates.com  
www.ihrsa.org 

http://www.fitcorepilates.com/
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