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Everything changed in July 2006 when Group Fitness
(GF) was split out from Melville Recreation Center’s
health clubs in Perth, Western Australia and a GF
Manager was appointed to manage group exercise. Carri
Forrester only has an average of 10 hours per week to
manage GF at Melville but it's made a huge difference.
Since July 2006, weekly attendances have grown from
500 to 730 and today GF is providing 25% of total weekly
visits to the centers’ combined health club service (gym,
GF, circuit, senior programs). Melville enjoys a very
healthy average of 2 and 3 weekly visits from its
members respectively, and now GF feels like it's pulling
its weight in drawing the crowds back again and again.

We all know that the average capacity of a Group Fitness
(GF) studio around the world is 30 — 40 participants. And
Melville is no different...so to accommodate demand
classes spread into the basketball courts for
BODYATTACK™ and BODYCOMBAT™. As a result they
could host classes of up to 60 attendees providing lots of
space for participants to really go for it in these high
energy programs. Meanwhile, classes continued in the
main GF studio and Carri found space for Mind/Body
sessions by booking meeting rooms. As a result, Melville
hosts 47 land classes per week, 38 of which are LES
MILLS™ programs.

The secrets to GF's improving fortunes since July 2006,
have been the initiatives Carri took in creating innovative
GF events, taking the lead in the region by launching a
new program and improving instructor management by
making them feel part of a community.

Appointed GF Manager in
July 2006

Manages GF for 10 hours
per week

Weekly attendances grown
from 500 to 730 at Melville

25% of total health club
visits from GF

A total of 47 group exercise
per week

38 of these classes are LES
MILLS™ programs

1,300 members

Use basket ball courts for
every day classes

6 monthly ‘Massive’ Court
Combo Classes

Promoted 2.5 weeks before
event

65 attendees at launch class
90 minute multi program
tasters

Up 88 people attending
each event

First in region to launch
BODYVIVE™
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It's got to be ‘MASSIVE' View GF as one of each
) ) centers competitive
In February and August 07, Melville went MASSIVE. Carri
and her team of 43 GF instructors hosted a 90 minute advantages
Massive Court Combo Class on the basketball courts. Charge up to AUD 200 per
The 90 minute extravaganza in August showcased 3 annum more than
tracks from six LES MILLS™ programs (excludihg competitors
RPM™) to 88 people. Staff wore a uniform specifically for
the event and the party went off. “We hold the Massives Instructors with 2 years at
for our members and they love it. However, what has centers paid above market
amazed me is how many non-GF members have become rates

active GF participants. | believe it's because people could
try GF in a fun session without having to do a whole class
and also because members could watch from the court chocolate (!) to uniforms for
balcony. Some members didn’t attend the latest Massive teachers

but come to class now because they like what they saw!

So with members coming more frequently to the center

every week, management is happy because this really helps retention,” Carri explains.

Non financial rewards from

Carri organized internal promotion to make
sure that everyone knew that the Massive
Court Combos were happening. She
coordinated 1.5 meter posters that were
impossible to miss, used eClub constantly
and printed off A4 posters and flyers on the
centers’ color printers and put them in
prominent places including reception and
changing rooms. Goody bags included mini
chocolate bars, sports socks, deodorant and
a drink. Attendees all received a lucky drawer
entry to win two AUD 100 vouchers and
finger food was provided for attendees to chat and recover after all the action. The total cost for each
event was AUD 600 including instructor wages, which is less than the value of retaining one member
for a year. As far as center management is concerned, the Massive Court Combos are easy wins
because they are an effective retention strategy and boost center usage. “For the first time we have
been turning a handful of people away from peak evening classes. We are so pleased at the growth
we have experienced,” Carri enthuses.

GF as core competitive advantage
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Melville operates in a very competitive environment and charge a maximum of AUD 800 per annum
for premium membership, a price which is up to AUD 200 more than key competitors. One of the
ways Melville differentiates itself is through its GF operation. Non-one else has 7 LES MILLS™
programs in the area and Carri has built on that. She saw the opportunity to take the lead in the
region by hosting training for a new program at a sister center. 16 instructors came to train in
BODYVIVE in March 2007 and taking an innovative approach, Carri promoted a trainer master class
as a way of exciting members about what was coming up.

Center management really backed the
promotion of BODYVIVE™ with press
releases in local papers, emailing the
member database, highlighting the
‘showcase’ on the website, making Getting
Started brochures available, handing flyers to
everyone that came through the doors and
instructors promoting the master class to
participants of all programs — both freestyle
and choreographed. The class was filled with
56 members at Melville and no spaces were
available as there was no more equipment.
And it didn’t stop there. The actual launch of BODYVIVE™ saw the whole of Melville covered in
purple with posters, flyers, banners, balloons and streamers for 2 weeks prior to launch at the end of
April 07. Melville had one BODYVIVE™ launch class and it was packed. Now it has three BODYVIVE
classes per week and Carri would like to add another class in an evening timeslot, if she can find the
space available in the center to host it.

Instructors as key to GF success

“Another big reason for our improved attendance levels is that our instructors are much happier,”
Carri explains. “Before GF management was split out from the health club, instructors didn’t feel part
of a community. | know, as an instructor of 5 programs, that it can be pretty lonely as a teacher - you
turn up, take you class, write up your total attendance and then leave”.

A major break through was to appoint Rachel
Hutchinson as Team Leader in November
2006 who has 4 hours allocated per week to
be the first port of call of instructors at three
different local centers. “Rachel is our GF
Angel and teacher feedback has been great.
And | am so delighted that we have kept all
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of our instructors during this time of

transition, with the exception of 2 teachers who left the area to live elsewhere. Now instructors know
they matter and are valued and their performance reflects that.” The initiatives taken by Carri and
Rachel include, getting together as a big team 3 times per year for an open forum. This has made it
easier for instructors to find substitutes as they have a regular opportunity to meet inside the club and
have a great time as one big team. If someone is ill, Rachel phones to check in on them and to keep
instructors in touch with what's happening in GF and at the center, Rachel has just started an
instructor newsletter that she staples to payslips. Team spirit is further enhanced by Carri initiating
practices for new program releases each quarter. Everyone gets together for each program and
works hard as a program team to have the next release perfected for their members. Within this
change of approach, instructors have responded well to Carri or Rachel dropping into classes roughly
once per week to see how classes are progressing. They also enjoy the benefits of receiving a
formal assessment with Carri and Rachel once per annum using the LES MILLS™ assessment
forms.

Instructors receive an attractive mix of financial and non-financial rewards with pay per class for loyal
teachers being above market rates. If an instructors works for the centers for more than two years
they receive AUD 45 per class whereas the market norm is AUD 35 — 40 per class. Instructors
receive spontaneous presents like chocolate (!) for substituting a class at the last minute, uniforms for
events and on a discretionary basis, subsidies for quarterly workshops. “We have also found offering
the choice of being a permanent part-time staff member has been popular with some of our
instructors. They receive 80% of the gross pay per class, the center pays for a proportion of program
training and quarterly workshops, fund first aid certifications and of course, provides holiday and sick
pay. Consequently 10 of 43 GF instructors are permanent part timers”.

It's amazing what Carri and Rachel have
achieved with only a small number of hours
per week to manage GF and Carri is already
planning the ‘next big thing.” She is going to
organize a 2-hour long BODYJAM™ disco in
November with 3 instructors team teaching, a
disco ball and some cool theater lighting for
the stage to enhance the dramatic effect.
She wants to bring BODYJAM™ to
everyone! Go for it Carri.

Phillip says...

This is an excellent example of leadership creating growth. Carri has made a huge difference in 18
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months by committing to two main strategies — getting GF noticed with her “MASSIVE” events and
excellent instructor management. It's obvious that Carri knows how to promote GF powerfully as
outlined in Key Element 6 of the GF Management System — Create a GF Marketing plan. Further her
ability to keep the same team of instructors during a time of change is admirable and illustrates some
of the core learnings from Key Element 3 of the GF Management System — Recruit World Class
Instructors and Keep Them. Great work Carri!
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