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CELEBRATE YOUR CREW 
 
 
Woo-hoo! Let’s celebrate your crew. In this video, you’re going to learn why your teachers 

are the most important factor in your studio’s growth, how to get your teachers onboard to 
helping to grow your studio, how to reward your teachers and to cherish their contribution, 
and why creating teacher consistency will really help you to expand to multiple venues. 
 
But first, let’s go into why your teachers are the most important factor in your studio’s 
growth. I remember a principal once said to me that the hierarchy of importance in a school 

went from students, then to parents, and then to teachers. Now, while I agree that student 

safety is always number one priority, if you’re thinking about this in terms of creating a 

studio culture, creating the culture starts with the teachers because teachers are the ones 

on the frontline. They’re the ones building and maintaining and setting the standards for the 
relationships, and they set the tone for the entire student experience. If your teachers aren’t 
onboard, it’s not going to be happening. 
 
The more you can train and educate and empower your teachers, the more, in turn, your 

students are going to thrive and the happier their parents are going to be. Without training 

your teachers in the importance of living the studio values of creating an outstanding 
student experience and in offering additional opportunities for students to engage with 
your studio, you have to do all the heavy lifting on your own, and that gets tiring after a 

while and it’s unsustainable as a studio director. 
 
So, the keyword to remember is really empower. How can you empower your teachers to 

grow your studios on their own? Now, if you’re onboard with me with the thinking that one 

day you’d like to be either running multiple venues and working more in a managerial 

capacity for your studios, then delegating is going to help you get there. You can’t do this 
on your own, and in fact, what you will notice is that you’ll gain so much more momentum 
in your studio’s growth truly by empowering your teachers to take on more responsibility 
because it allows you to focus your attention on more important matters. 
 
So, how can we get your teachers onboard with helping to grow your studio? Now, 

assuming that your teachers are going to be out there, proactively asking for referrals and 
encouraging students to take up other activities is futile. Unless you are there promoting it 

and actively training your staff in how to generate referrals, it probably isn’t happening. So, 
we need to create some sort of motivation for your teachers to be able to want to grow 

your studio because if it seems to them that you’re just trying to get more students in the 

door for your own personal and financial gain, it isn’t going to get very far. 
 
So, there are two elements that are important to consider. Firstly, we want to promote 

growing your studio from the position and philosophy of wanting to create more 

opportunities for students in the performing arts or the sport, or whatever it is that you run. 

That’s the larger goal for your whole team to rally around. It’s why you’re a teacher in the 
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first place and it’s why they love what they do. And secondly, there has to be a personal 

motivation for your staff to want to help grow your studio, aka a reward. 
 
So, let’s think of your teachers as your studio’s own personal marketing team. Once you’ve 

clarified the why of why it’s advantageous for your teachers to contribute to growing your 

studio, next we can create a process to help make it happen. Most teachers don’t see sales 

as part of their role. You know, they see themselves as teachers. A little way to help shift 

their perspective on why their involvement in helping to build the studio is to share these 

points with them. I mean these are kind of really basic. 
 
The more the studio grows, the more opportunities they’re going to be able to have to take 

on additional responsibilities and advance their careers. They’re going to have more job 

security and also potential for pay rises, and you’re going to make sure that they receive 

perks along the way. 
 
So, we need to have a strong why for them for why it’s advantageous to build the studio, 
but let’s be really clear here. Our intention isn’t to build a full on sales team out of your 

teachers, but in order for your studio to truly grow rapidly, we need their help to do two 

things. We need them to help find new opportunities to increase the frequency of which a 

student is interacting with our studio, so bringing them on to more activities, and then also 

finding new opportunities to attract new students in. And your teachers are the best people 
to make this happen because they’re the ones personally interacting with the students 
every day and they’ve got the relationships with a lot of trust. 
 
Now, I’m not saying you have to have, you know, monthly sales meetings. That’s not the 
type of business we run, but we do need to create some sort of environment where they 
can learn to become comfortable offering up-sells or asking for referrals. So, we need to be 

able to give them the tools and abilities to do so. It’s our responsibility. So, perhaps, as an 
idea, you organize an afternoon for all your teachers to come together, and you’ll run 
through why you’re going to be asking for their assistance in growing the studio, and how 

you’re going to help them do this, and what they’ll receive if they do. 
 
Now, when you’re in this environment, you can get together. You can talk about your goals 
and what you want to achieve and targets you have, and then you can discuss scenarios 
when it would be appropriate for your teachers to, perhaps, recommend an additional 

activity or maybe ask for a referral. I mean you might even go so far as to have role-plays, 

which can be absolutely cringeworthy, but they can also be pretty hilarious. And the reason 
I would suggest it is that they really help to build the muscle in terms of being able to 

actually apply these skills in front of actual, real students. The more they practice, the more 
comfortable they’re going to be. The most important thing is to make it fun. You know, you 

get everyone laughing. Make sure they’re relaxed. Joke around a little bit so that they really 
associate positivity with this topic.  
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And then we can go into how to reward your teachers and cherish their contribution, 

because, you know, we all like to be recognized for our hard work and we want to be 

acknowledged when we do a good job, and we like it even more when we get a little pat on 

the back and here’s a little token of our appreciation and thanks. So, there are two types of 

rewards that you can instigate in your studio. Number one is you can have organized 

rewards when they reach a particular target, or number two: spontaneous awards when you 
see them doing something you think is wonderful and you want to encourage more of it. 
 
So, an example of an organized reward is one studio I know has an entirely female teaching 

staff and, because of this, the director created a reward system that appealed to the ladies. 
So, every term all the teachers gather together for what they call a purse party. They go out 

for dinner at a restaurant and, at the end of the night, the studio director awards the teacher 

who achieved the greatest result that term with a new purse. You know, so she goes out. 

She buys a clutch or a wallet or a handbag, and what’s interesting is that she started out 
doing this because another friend of hers did it with her team. And when she started, the 

bags weren’t that good quality, but as the studio grows, as is the quality of the handbag. 
The ladies are loving it. 
 
She does have a set criteria for what they have to do in order to receive the purse, and it’s 
primarily centered around increasing sales, both in terms of engaging students in additional 
activities and also bringing in referrals. I mean it’s quite lovely. It’s become a bit of a status 

thing amongst the teachers. You know, a little bit of healthy competition doesn’t hurt 
anyone. But the most important element to include is that it has to be transparent in terms 

of results. If you’re choosing the purse award based on who you think did a good job, they’ll 
be crying favoritism before the main course arrives. 
 
So, in this case, the tracking of your target results is critical to knowing that everyone knows 

specifically what they have to achieve to win. No one can argue with data. And tracking can 

be done as easily as filling in an Excel spreadsheet with a list of your teacher’s names and 
tallying up how many students took up additional activities, how many of their new 

students came in the door as a result of that teacher. 
 
An example of a spontaneous reward would be a bunch of flowers. Maybe movie tickets. A 
box of chocolates. When you see your teachers being proactive and going above and 

beyond for your studio, thank them every time. It doesn’t have to be a huge gesture. Even 
a card to say you’ve noticed their hard work and you truly appreciate everything that they’re 

doing for your studio. It’s going to make them feel so valued and special. You know, you can 
start low and then build up the rewards as you grow. It’s easy to do, but it’s also easy not to 

do. That’s the difference, because we become so caught up in looking after the studio that 

we often let our teachers, you know, take care of themselves, and it’s a good routine to get 
into, to every week take a little bit of time to recognize one of your teacher’s talents. 
 
You know, even if every Friday you say, “I’m going to take five minutes to write a quick card. 

I’m going to give them a Caramello Koala.” Five minutes. That’s all it takes, but it goes a long 
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way to improving your teacher’s job satisfaction. And you can ask your teachers what they 

want. What would they like? You know, what type of chocolate do they prefer? I like 
Caramello Koalas. 
 
Imagine working for a studio that treats their teachers like this. I mean wouldn’t you 

absolutely love it? Why don’t you create the studio that you wish that you could work for? 
If you treat your teachers better than any other studio in town, you will never, ever have a 

problem with teacher retention because when a studio director approaches me and says, “I 

can’t retain any of my good teachers,” I know exactly why. It’s because they haven’t built 

the relationship of trust and appreciation with their teachers that they need to. And the 
greatest reward is that when you do create this environment in your studio and that is 
rewarding your teachers being excellent, more excellence will flow. 
 
Let’s take this further by looking into why creating teacher consistency is going to help you 
expand multiple venues. Now, if you are planning expansion for your studio or you want to 

reduce your day-to-day involvement, then consistency is paramount. I mean if we want to 

take you out of the equation, we need to know that your systems for growth are going to 

be upheld by your teachers. And down the track, how are you going to ensure that your 
teachers have the foundations of philosophy to follow through with your vision for your 
studio and to continue to run an exceptional studio, even if you’re busy running another 

venue? 
 
Your teachers are the ones you’re going to have to trust, and the best way to do this is to, 

first of all, create a training program and accompanying manual for your teachers. So, you 

outline your vision, your philosophy, the values, as well as giving them explicit systems and 

procedures to ensure that these are fulfilled on a daily basis as to your expectations. And 
the next step is training. Putting aside time to bring your teachers together and get specific 

on how you’re going to deliver on these values in a consistent way. 
 
When I had six camps running, six venues running, every year I would gather the 30-odd 

teachers together for an evening, where I would share my plans for the next year and explain 
how each of them were involved in that expansion. And I asked what ideas they had and 

whether they had any feedback they wanted to share, and then I showed them the 

complete plan of how I was going to expand and the procedure that took them from being 

a leader to assistant leader to a team leader, and how long that would take and show them 

that with more responsibility came more rewards and how they could be involved if they 

wanted to. 
 
Now, in a sense, when teachers become invested in the success of your studio, they fuel 
the growth of the business. It does help to be very transparent about what’s involved in 

each of the roles and how much extra they can earn with the additional responsibility 
because that isn’t important to everyone. When a teacher starts at your studio, what 

opportunities are you providing them and highlighting a path that they can take to develop 

their professional capacity? 
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What variety are you providing them? Are they always going to be a singing teacher, or can 

you offer them different opportunities to grow and manage people maybe? 
 
How can you consistently develop your teacher’s skill set, enhancing not only their ability to 

teach, so their teaching skills, but also managerial capacity to run a whole venue? So, let’s 

start upscaling them from the very beginning. To help you with this process, you can 
download the Teach Them How to Refer Worksheet. It’s all mapped out for you. 
 
And here are your action steps to help you celebrate your crew. First of all, download that 

worksheet. Get started. And then you want to work out the why, the how, and the what for 
the reasons behind getting your teachers involved, so you can share them with your 

teachers. You want to consider and spend a little bit of time and maybe get feedback from 

your staff on a reward structure that is going to reward excellent and achievement in your 

studio. And take time to say thank you. If you do anything, do that. And then start thinking 
around how you can improve consistency amongst your teachers in creating systems to 

ensure that everything operates across the board in the same standard of excellence 
because that’s going to help you grow your studio and maintain your reputation. 
 
Thank you for watching this video, and that is the end of module five. Next week we’re going 

on to module six, which are the studio essentials, the secrets for successful studios. There 
are a lot of S’s in that sentence and there are a lot of insights that you’ll be able to receive 
from this next module. I’m excited to be able to share it with you because it’s going to be 
really practical and hands-on. In the meantime, keep on ramping up those referrals. I look 
forward to seeing you next week. 


