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Leading a Team to Success 
As with any profession there is always a top and bottom 10%. Some individuals aspire for greatness 

while others tend to contribute to the negativity associated with any job. Quality exercise professionals 

are usually driven, passionate and have an ability to communicate based on their daily tasks and 

measures for success. They also tend to be appropriately educated and maintain ongoing competency 

requirements to remain technically sound. However, not everyone is a top performer and some 

individuals present characteristics that do not meet the standard of a qualified professional. In fitness 

facilities and training environments one should never lose sight that revenues are based on service 

perceptions, and those services affect another person’s physical health and well-being. Based on the 

variability of competencies within the profession, managers of personal trainers and other exercise 

professionals need to implement a strategy that balances the strengths and weaknesses of 

subordinates. Some employees have better soft skills whereas others will be more technically sound; the 

skill of a leader is to identify areas for improvement and methods to correct limitations. When an 

exercise professional is also an entrepreneur this role becomes a personal responsibility.  

Exercise professionals working in any capacity - whether it is at a studio, franchise facility or large 

corporate gym - need to present themselves in a professional and ethical manner that creates an aura of 

competency on behalf of the company. Every employee wearing a company logo is representing the 

brand; they are essentially an organic marketing campaign for their company. Due to the impact 

unprofessional individuals can have on consumer perception and company reputation; a plan should be 

in effect that identifies good and bad behaviors in accordance with established policies and procedures.  
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Actions that may cause damage to a company: 

•Engaging in unprofessional conduct, appearance, and/or language 

•Failing to maintain minimal competency standards or improperly representing one's education  

•Failing to maintain documents 

•Participating in illegal activities such as theft, forgery or other acts within the business 

•Attempting to sell unauthorized services without consulting management 

•Failing to meet the needs of the client base - cancelling, shortening or abridging services 

•Failure to follow company protocol in any respect (e.g., client confidentiality, documentation)  

•Allowing personal issues to interfere with work, or health concerns that limit competency 

•Creating a poor team dynamic and/or disregard for management 

•Sharing crude or unprofessional content on social media while associated with a given company 

Common professional behaviors and standards amongst exercise professionals can include: 

 Remaining properly educated for the provision of services; maintaining documented attainment 

of minimal competency standards (NCCA-accredited certification)  

 Proper representation of academic achievements and skills 

 Compliance with the defined scope of the profession 

 Punctuality and proficient scheduling  

 Attentiveness with clear and professional communication (verbal and body language) 

 Protecting the privacy of client-related data 

 Upholding commitments, taking premediated actions, and proactively addressing any conflicts 

and responsibilities 

 Documenting operations and training correspondence; maintaining an organized training system 

 Staying task-driven and thinking critically in an unbiased fashion 

 Maintaining appropriate boundaries with clientele and colleagues  

 Referring clients to appropriate health care professionals as needed 

 Identifying and improving upon deficiencies; accepting responsibility as applicable 

Negative behaviors on the other hand can be any actions that cast the facility and business in a bad 

light. 

 

Successfully managing behaviors that impact reputation and liability is an ongoing process that begins at 

the top with policy and procedure documents. Team leaders must require that subordinates learn the 

policies and procedures and understand why they are associated with the business culture and 

expectations. These policies should be documented in writing and signed so everyone is clear for the 

purposes of responsibility and accountability. When conflicts exist, these documents become useful 

references for proper procedures and defensibility. Those in authority should identify the areas of risk 

and mediate the risk through mentoring, instruction, and practice with ongoing education to ensure all 

employees are in alignment with what should be done - and how it should be performed in common 

situations. For the extraordinary situation, the idea of proactive response should be taught.  
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Most successful managers employ relatively short (time = money) one-on-one meetings on a monthly 

basis to ensure all subordinates are doing well. These meetings should serve to maintain a relationship 

with the individual, help ensure constructive and consistent communication, offer assistance with issues 

as required, and effectively dictate performance expectations to maximize consumer experience while 

reducing the risk for loss. This greatly helps to assess areas of concern and helps in the development of 

tangible steps of action that move a professional in the right direction.  

Individual meetings should: 

1. Ensure trust and collegiality 

2. Identify areas of concern and outcome risks 

3. Address the issues in an instructional manner 

4. Reinforce the relationship with assurance of confidence  

It is important to listen as much as it is to lead, so begin meetings by listening first. Let people discuss 

general concerns to gauge temperament and to identify feelings. Progress the discussion by providing 

clarity on performance expectations and negative and positive indicators, in that order (always end 

meetings on a positive note). Allow subordinates to interact with how their job responsibilities will meet 

goals. All individual meeting factors should be tied in with maximizing individual motivation which is 

integral to providing a positive experience by the individual and outcome for the company. Finalize the 

meeting by clarifying and reiterating goals for the upcoming month as well as long-term goals for the 

next few months. These goals should be written down so they can be tied to actions, while periodic 

follow-ups will ensure goals were met.  

Between meetings: 

 Offer opportunities for improvement through mentoring plans and education as applicable. 

 Intermittently schedule quick 5-10 minute check-ups to ensure employees stay on task and have 

the resources to succeed. 

 Keep track of the most important goals to ensure no aspects of the business fall behind.  

 Provide weekly pointers to help employees better do their jobs including customer engagement. 

 Ensure there are no environmental or team dynamic elements that are creating friction or 

frustration amongst employees. 

 Use relevant tracking documents and ensure that all necessary policies and procedures are 

followed using checklists.  

While individual meetings are great to keep each employee properly motivated, a key element in 

environments with larger numbers of staff is creating the team concept. Motivation through individual 

and team efforts can impact various aspects of the facility including reputation, service experience and 

the bottom line. Team dynamics are important in multiple trainer facilities so a leader is charged with 

aligning similar values, goals and vision. No single individual should matter more than the group but 

individual support and recognition is important. The key is to have everyone rise to the top, not just one 
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or two employees. Here the emphasis is to have teammates working together synergistically. If any 

single individual brings conflicts that affect the team negatively, they should be removed from the team. 

The greatest leaders know how to activate the talent that surrounds them. They are equally as effective 

at matching unique areas of subject matter expertise and competencies to solve problems and seek new 

solutions. Not every team player serves the same role, and as such; identifying the skills and abilities of 

each player will help in the processes of forming the championship team. Since each team member’s 

responsibilities are interconnected and dependent upon one another it is important to promote 

camaraderie. While not everyone will be the most talented, everyone can fit in the system.  Leaders 

must have an eye for talent that identifies those who can play a particular role and who fits in the 

workplace culture. This makes hiring a very important part of the team-building process. 

Work environments constantly present challenges and uncertainty, but leaders must take the time to 

celebrate success. Acknowledgment is a key driving force behind personal motivation. Leaders need 

everyone to understand why and how team members become successful and how that success 

reverberated and positively impacted those around them.   

 


