
VIDEO TRANSCRIPT 

MODULE ONE 

PROFIT CERTAINTY 

WWW.MEMBERS.STUDIOEXPANSION.COM 

 

Page 1 

 
This has got to be one of the best topics and it’s certainly one of my favorites, profits. Now, 

profits is something we all want more of, but it’s just something we don’t necessarily know 
how to tap into. The amount of studio directors who keep their heads in the sand, ignoring 

their financial position week after week is really distressing to me. And I know so many 

studio owners struggle financially. Week after week will go by without them drawing an 
income, paying and looking after everyone else but themselves. It’s certainly no way to live. 
 
Now, you may have heard me say this before. That the key to a successful studio is 

harnessing your passion for teaching into a system that generates profits. Now, here’s the 
thing. Without the profits there’s no studio, but without the systems for profits it’s very, very 

hard for your income to grow. The secret lies in the systems. 
 
So, how do we go about creating a studio that generates ever-increasing and consistent 

profits? Well, there are two ways we’ve got to look at this. First of all we have to identify 

your profit problems, and then identify your profit potential. 
 
Let’s begin by looking at your studio’s structure. So, what is the current business model that 

you are using for your studio? Are you mainly focused upon teaching one-on-one classes? 

Are you teaching group classes? Is most of your business focused upon holiday camps or 

workshops, or are you also selling products such as DVDs or educational kits? Perhaps you 

have a fusion model that blends them all together. 
 
Now, it’s very important that we have a clear understanding of your studio business model 

because then we can analyze where your most profitable areas lie and maximize them as 

well as identify whether you’ve got some uncapped profitability lying in other areas of your 
studio.  
 
Okay, so here are the standard elements most studios feature in their business model. The 

first one is teaching one-to-one classes. Now, this is the most limiting profit model for a 
studio as there’s a set ceiling as to how much money you can really earn. You’re trapped in 

this time for money cycle and the only way to earn more is to teach more, and we all know 

that gets tiring after a while. There’s no leverage and it’s unscalable. 
 
The next one is group classes. Now, this allows you to reach a lot more students and 

generate a lot more cash flow. However, it can be risky depending on whether you allow 

students to pay by the class or if they pay a set amount for the term. It also requires you to 
invest a lot more in creating a studio space where you can have them come every single 

week. 
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Mass events. Now, holiday camps and workshops allow you to greatly leverage the number 

of students who participate, and the best thing about leveraged events is the cost doesn’t 
change that much even when you bring a large number of students. The only disadvantage 

is there’s not weekly, recurring, consistent income. 
 
Now, products. This is the ultimate way for you to really leverage your studio. By creating 

teaching products you can sell them online on your website and gain income 24 hours a day, 

seven days a week, and you can have them as an add-on sale for your current students so 

they can continue to develop their skills at home. 
 
Now, in the Profit Calculator Worksheet, you’ll find this studio model diagram, and take a 

moment to fill in how your current studio business model looks. All the different elements 

that you offer. Once you’ve done that, when you’ve kind of added every element in, I want 
you to circle the one that currently has the highest profit. Not the highest revenue, but the 
highest profit. Then work out which one is the lowest performing in terms of profit. So, put 

a rectangle around that one. 
 
So, when you’ve got an analysis of which is the highest performing in terms of profit and 

the lowest performing, you then have a greater understanding of where the weaknesses lie 

and where we can focus our attention. Once you’ve completed where you currently are, it’s 

time to have a little bit of fun and create your dream studio business model. Now, this is 

where you can let your imagination run wild. So, if you want to have multiple venues 
running, if you want to have online classes being taught, this is where you can map it out 

here. 
 
So, really think about what ultimately you’d like to create, what you’d like your studio to 

look like, and map it out on this piece of paper and really have fun.  
 
This is really the best time for you to dream. 
 
Now, let’s get on to discovering your golden goose. This is probably one of my favorite little 
exercises to do. So, from where we are now and what you’ve just down with your blueprint, 
I want you to zoom on up and take a bird’s eye view of all your current studio operations. 

And while you’re there, ask yourself this very powerful question. Where are my expenses 

least and my customer experience highest? So, what you’re really asking yourself is what is 

my most popular program where I can leverage the amount of students involved for the 
least expense. Does that make sense? 
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Let’s relate this back to your ripple project. How can you create your ripple project with the 

most outstanding customer experience, where the kids just come home at the end of the 
day with faces like I had the best day ever, but it’s not going to cost you a fortune? You see, 

the more wow you can bring into your offerings, the more that you’ll become a premium 

designed provider. And the more you have that role, the higher you can charge. 
 
So, it’s all about coming up with ideas about how you can wow your students for the least 

outlay. For example, like one day a month, could you have a crazy hair day, where all the 

kids come to classes with their hair pink and teased and plastered and all over the shop, or 

how about on the last day of term having a popcorn and movie afternoon, where all the kids 

come together? It costs you next to nothing, but it makes them feel really special and it’s a 

lot of fun for them to do, and great PR for your studio. 
 
Let’s flip all this around for a second too. There are three and only three ways for you to 

make more money in your studio. The first way is for you to increase the amount that you 

are charging for your lessons, the second way is to sell more, to get more kids coming 

through the door for your lessons, and the third way for you to make more money in your 
studio is to decrease your expenses. Now, when you do that, you make more money from 

your profit margin, so it’s great. So, as well as focusing on increasing your profits, we want 
to work on decreasing your expenses. 
 
So, now we’re going to go through the top three expenses that studios can really cut down 

and reduce so they can make more profits. The first one is marketing. So much money is 

wasted in studios on ineffective marketing, and this really happens as a result of not fully 

tracking and being very aware of the results each piece of advertising generates. Now, I 
hear so often a studio director will tell me they spent six hundred dollars. You know, every 

fortnight they’ve put a business card-sized ad into the back of their local newspaper. 
 
My eyebrows go up and I just go: “Is that really going to generate the result for you? How 
many people have you had coming through the door? Is it paying for itself and making you 

revenue as well?” The more you’re able to find out what advertising is generating the right 

results, the more you can quickly cutdown on spending advertising dollars that just aren’t 
creating any result. 
 
Really tracking is everything. We’re going to be going through in this Studio Expansion 

Program finding out more ways for you to use more efficient marketing that’s going to send 
more people to your website at a much lower price. 
 
  



VIDEO TRANSCRIPT 

MODULE ONE 

PROFIT CERTAINTY 

WWW.MEMBERS.STUDIOEXPANSION.COM 

 

Page 4 

 
The next one is wages. Now, this is often probably one of the highest outlays in terms of a 

studio balance sheet. And those teachers you hire. I’m a hundred percent about being 
generous with what you pay your teachers because they make or break your studio. You 

know that the children come back because of the teachers you have, because they fall in 

love with them and they adore them so much. So, we do want to look after our teachers. 

It’s about being effective with this cash flow. 
 
So, if you are paying them too much or for hours that they aren’t necessarily required for, 

this is somewhere for you to really analyze and see if you can pear it back. And the third one 
is rent. Now, rent is devastating for studio owners. The biggest problem is that most studio 

owners are only operating in their studio from 3PM till 8PM, five days a week. And when you 
work that out and if they’re not running holiday camps, it equates to round about 24 percent 
of the year that they are not capitalizing on the rent that they’re paying. 
 
So, look if you can. Lease out your studio space during the day to a yoga class or to a karate 

teacher. Any way for you to capitalize on the rent that you are currently paying. It’s a really, 

really valuable thing to look into. 
 
Now, there is one more expense you may not have considered. What is currently costing 

your studio for you to be working in the business and not on the business? This is a way that 
studio directors truly get trapped in their studios. 
 
They’re desperate to generate enough profits to keep their heads above water, and the best 
way that they know how to do this is to teach all the classes themselves and save on a wage. 

It ends up being like a one-woman show. 
 
Now, profits are vital to a studio’s success, but what it might take getting you towards 

expansion is a short-term profit sacrifice in order to create longterm super profits. Now, 

what I’m talking about here is freeing up your time so that you can work on expanding the 
awareness of your studio, attracting more students, and getting more people in through the 

door so that that way you can truly create some meaningful, long-term growth. 
 
When you start a studio, it’s all hands on deck all the time. And while that’s fine in the startup 

and survival stages of business, if you want to transition towards stability and success, it’s 
about empowering others to take on your role so you can focus upon growing the studio 

and becoming the best studio director you can be. After all, you know, your time is so much 
more valuable than the 60 bucks you might be able to pay a teacher to teach a class for you. 
 
And that way, when you’ve got the time, you can focus your attention upon creating joint 

ventures and marketing initiatives that are going to truly impact so much more long-term 

on your revenue results than if you’re in a classroom, teaching. 
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One of the resources you have for this module is Mad Monday. It’s your massive action day. 

Now, this is a structure for you to follow to ensure that you get the most out of the time you 
have to work on the business and not in the business. So, let’s move forward and let’s create 

some more systems to ensure that you’ve got consistent profit certainty as well as more 

time to focus on growing the studio. 
 
Do you have a system in place to ensure that you are not at the mercy of those flakey 

students? You know, the ones that decide on the day they want to show up or not. And do 

you have a system that creates an incentive for your students to sign up for a long-term, 

bulk amount of classes because it makes a lot of sense to them? So, let me give you an 

example. 
 
I love Zumba and I was looking for a gym where I could kind of do the Zumba classes, and I 

found one. I heard about this great teacher, so I went to a class and it was 18 dollars for a 

one-off. And I started going and I really liked this Patricia teacher. She was fantastic. All this 

Latino flair. And their program, so they had the 18-dollar one-off classes, but to join the gym 

as a member, it was only 14 dollars a week and I could go to three of Patricia’s classes for 
the same price as one if I joined as a member. 
 
Now, this makes a lot of sense financially to me, and what you’ll notice if you do a bit of 
research, you can check that a lot of the top studios in Australia are adopting this 
membership model from gyms and they’re applying it to studio. 
 
It makes a lot of sense for you financially in terms of creating profit certainty. 
 
Also in terms of student retention, but it also gives your students a wide array of options to 

choose from. 
 
Let’s do some maths here. I promise I’ll make it very, very brief. Let’s say that you charge ten 

dollars for one of your group classes and they run for ten weeks, which is a hundred dollars 

for a term. But if someone decides they only want to attend eight classes for whatever 

reason, they’re only going to be paying you 80 dollars. So, what we want to do to counter 
this is if you charge 13 dollars for casual classes or give them the option to pay one hundred 

dollars for the term, what happens is it gives you a buffer in case they miss any. 
 
So, if they only attend the eight classes at that 13 dollars each, you’re still making 104 dollars. 
So, this is making it appealing for them to sign up for a program and you’re going to be 24 
dollars better off at the end of the day. Now, this is so important in terms of creating some 

profit certainty for you and a consistent income that you can rely upon. 
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Now, when I bring this up with some studio directors, sometimes they’ll give me this 

response, which is to say that their parents have told them that they don’t really want to 

have to pay for bulk lessons. They’d much rather just have the flexibility of paying week-by-

week. Now, I’m going to give the counter to that argument, which ensures that you get your 

profit certainty and that your students actually achieve the best results. 
 
So, here’s how you do it. You go to the parents and you explain to them from an educational 

perspective that when they miss lessons, it really detracts from the sequential learning that 

happens week after week. And that when they miss a class, when they come back into the 
classroom, they’re uncertain. Their confidence isn’t as strong as it used to be. Now, that’s 
why we encourage you to sign up for an extended period, because it ensures that the 
students get a progression of learning that’s best for them. 
 
Now, what you’ll find is that when you shift the conversation from about the money, about 

when they pay and whether they’re going to lose any money by missing a class, to what 

they actually care about most, about the outcome, the results they want for their child, then 

you’ll find that suddenly it’s not an issue anymore. I guarantee. 
 
So, let’s get our Sherlock Holmes on for a moment here and discover the hidden profit 

potential that lies within your studio. Have you seen this trend that’s been going on around 
town at the moment, where all the pubs are offering three-dollar taco Tuesdays? And it’s 
going on so often at the moment that you’ve got to think what’s going on here. And I 

wondered. 
 
The pub owners were sitting on their pubs on a Tuesday evening and they’re looking around 
and it’s deserted. And they think, you know, we’ve got to do something to get more people 

in here. And Mexican food, you know, is a bit of a foodie trend that’s going on. Let’s 

capitalize on that and try and get more people in through the door. And you know what. It’s 

working for them. It’s a very smart way of making lemonade when you’re given lemons. And 
when it comes to creatively problem-solving how you can increase your profits, it’s a very 

good idea to look at where your problems lie and see how you can flip them around into 

positives. 
 
Here’s another example for you. So, when I was running my holiday camp program, I 

identified that the lowest day of attendance of all the camps was Tuesdays, and this was 

going on consistently across all the venues, so I knew it was a problem worth fixing. So, to 
solve this profit drain, what I did was I decided to highlight how good it was to be there on 
Tuesdays. We started having surprise Tuesdays. 
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Now, this where we did something outrageous and fun that the kids loved. Sometime see 

would have circus acts come in. We had a jumping castle. We had a glow in the dark disco. 
Anything that made it an awesome day for the kids. And in every conversation before the 
day came, I would mention to the parents: “Look, Tuesday is a must do. You’ve got to be 

there on Tuesdays because we have this surprise afternoon and sometimes I would even let 

them in on the secret, but don’t tell the kids because it’s such a great surprise. They’re going 

to love it.” 
 
Now, what happens is that when you give them a compelling reason to buy, they will, and 
so my numbers on Tuesdays went up and up until it was consistent with all the other days. 

It was fantastic. And the best thing, you know, is that it made the kids have even more fun. 

They loved what we did even more and we’re giving even more value, and that is why my 

retention rate was so high consistently. 
 
So, once you’ve identified this little weak spot in your studio, it’s time to think really 

creatively about how you can plug that profit hole with a solution that benefits both you 
and your students. And then keep looking. Where else can you find untapped profit in your 
studio that you can maximize? Get really curious and passionate, serve your students and 

service you at the same time. Now, the Profit Calculator Worksheet is going to help you 

answer all these questions and more. 


