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Lawrence:

David:

Lawrence:

David:

Lawrence:

David, welcome back to the membership.
Thanks for having me. Thanks for having me, Lawrence.

You're welcome. Great to have you. Thank you for doing this. So in this
membership podcast, we're going to talk about how to onboard new
trainers and develop them on going. This is obviously a topic which many
of the people in the membership are interested in learning more about and
really establishing their own process for this. So before we get into the
steps, why do you think it's important to have a process for onboarding

trainers?

| mean, for us the biggest thing is just going to be consistency from one
person to the next, right? We have clients that work with all of our trainers;
they don't necessarily work with one individual person. And so you want
to be able to provide a consistent product across all of our different
trainers, and so we need to have a consistent process in place so that we

are able to actually deliver on that.

Yeah. Okay. So it's primarily service orientated, providing a consistent
service to a customer to, | guess, retain that customer. Provide the high
quality of service. So in terms of the actual process when a... Because
we've gone through a hiring process before, and I've gone through that
with Luke. Once someone is actually appointed, what does the process
look like? And again, maybe you can give some high level steps on the
first week, first two weeks of PT bachelor's, however much detail you're

comfortable giving.

Page 1 of 14


https://highintensitybusiness.com/members/index.php?threads/how-to-on-board-and-develop-trainers-with-david-gschneidner.726/#post-2077

HIGHINTENSITY

B USINESS

How to On-Board and Develop Trainers with David Gschneidner

David:

David:

David:

Yeah, yeah. So as you alluded to, we have three different steps in our
process. The first one we call bachelor's, the next is master's, the next is
PhD. Just different schools. But we start off with PT bachelor's, and that
first two weeks, we've reorganized this actually a couple of times. So we
used to have super, super in-depth education, and frankly | don't know if
there's necessarily a right or wrong answer to this, right? So you can really
do this however you want, whatever makes the most sense for your
business. But what we did early on is we had the 10 to 20 research
articles that we would want to go through with a new hire and say, "Hey,
these are the most important, we're going to build on this over the course

of time, but these are the things you got to read and go through."

And what we've found is that we got so much into the theoretical with
people that they didn't spend as much time learning just, how do | train a
great rep, that we felt like we needed to push that back a little bit. So what
it used to be was you would do a lot of the theoretical, a lot of the
research, and understand a little bit more why. And what we've done is
now push that back into weeks three, four or five and get that back into
the last couple of months as opposed to doing it right off the bat in week

one.

So week one is pretty big into, how do | actually just train a client in the
manner that we do at Discover Strength? So that's the first 10 to 14 days

before they actually start taking a client.
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Okay, cool. So that's... Okay, so that's PT Bachelor's is really that honing
the training instruction part of the development, and that is the focus of

the onboarding in the first two weeks. So what happens after that?

Yeah, so, and one other part of that PT bachelor's is, obviously an
important step for us, as we still want our trainer to be educated and be
able to speak on a couple of different topics with somebody. So if a client
has a question around why are we doing one set of exercise or why is
momentary muscle failure important? We do want them to be able to
answer those questions. And so we'll do a lot of role play around, hey,
here are some of the key questions that you're going to be getting over
the course of these first few weeks. And | want you to understand how to
respond to that question. And then we'll get deeper into the research
around it as we go here. But it becomes very difficult to read 20 articles
but actually retain any of that information is kind of what we found. Is like,
we're reading it, but it's just not being soaked in as much as we wanted it
to, and so we felt like we needed to take our time more. So that's maybe a

little bit more explanation around that.

And then so as far as your next question goes, basically we think it's
important that at some point in there before they start working with your
clients, you do some sort of test out. So whether that be with your owner
of your business or your manager of that location, that new trainer is
going to train them and basically be approved to start taking clients. So
that's where we start our next step of the process, is all right, now you're

taking clients and you're not doing eight hours a day of onboarding things.
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We get into what we call kind of our next step, which is master's, which a

lot of this stuff is combinations of the same thing.

So they'll learn how to use a CRM if you have one. So they'll learn how to
do that, they'll learn how to write a routine. So in those first couple of
weeks, we might not even teach them how to program exercise because
they're going to be handheld quite a bit through that. So at that point we
might start to teach them a little bit more about exercise programming and

things of that nature.

Yeah. Awesome. Cool, okay. And just to get a bit more context in terms of
the role playing, which you do during your weekly meetings with your
staff, and if members are interested in, okay, well how those meetings run,
we've done various podcasts within the membership which I'll link to on
the meeting framework and which is very much inspired by Traction and
EOS. Which again, is something that Luke and | are doing a separate
series on, which | encourage you to follow if you want to learn all about

how to implement that in your hip business.

Okay. So talking about the PT master's, you started talking about it there
in terms of how trainers actually teach them how to use all the tools in
your business, the software. Actually program workouts for clients. Do you
want to just elaborate on that next kind of 30 days or more, what that

looks like?

So after the master's program you're saying?
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Well is there anything else to the master's, or is that pretty much the bulk

of it, what I just said there and what you said?

Well, so | mean, one thing that we think is important to throughout this
entire process is, who are you training with as the trainer, and then what
are you doing from a shadowing perspective? So that's one part of this
that we haven't touched on as much, but that's happening throughout. So
whether it be day one or six months in, we're doing some sort of
shadowing of a veteran trainer, but then also getting trained by veteran

trainers.

So we think it's important that our new hires go do a workout with Luke
on a regular cadence because then just by virtue of working with Luke,
they'll have the opportunity to pick up one trick here, one trick there. We
really encourage them to ask a lot of questions when they're getting
trained by other trainers. But we do think that's an important part of the
process to experience how all of the wide array of trainers that we have
administer the workouts, and they can start to find their own style. So
between doing the actual workouts with different trainers and shadowing,
that's something that they're doing on a regular cadence throughout that

six months.

Right. Okay. So what does the PT PhD, what are the high level steps for

that? That sort of six-month period.

Yeah, so like | said, it's continuing to do shadowing. Doing things like role

playing on a regular cadence. So in the first two weeks, we'll do a lot of
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the stuff that's just not going to be repeated on a regular cadence. So
once again, we think it's important to shadow, we think it's important to
get trained. We think it's important to role play. And you'll see that in every
step of the process. So you do a ton of it in the first two weeks. You do a
little bit less in the next couple of weeks, and then it's just a regular

cadence.

So for us, we might do it more or less, but it might be once a month after
you're a couple months in that you're still continuing to shadow, continue
to do role playing and everything like that to make sure that over the
course of six months or nine months, you're still continually doing that
stuff and not basically losing it. Because so often people will go two
weeks and then it's just in one ear, out the other. And we find out three
months later that they actually have no idea how to explain to somebody
why they're doing what they're doing. So a lot of those key steps are,
frankly, covered in the first two weeks, and now it's just a matter of

repetition, repetition, repetition.

Awesome. Okay, so | feel like that's most of the onboarding covered in a
relatively high level. Is there anything else, | guess, within that first six
month chunk that you do with your trainers that you think is important to

mention that we haven't talked about?

Yeah, so if you have not... We've talked before about our menu of
exercises. We've talked about manual resistance exercise, you and | have.

That's going to be a large part of this, is continually testing your staff on
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how well do they actually understand how to perform those different
exercises. And so on a regular cadence as well, we'll go through and we'll
basically test them on how well they understand the exercise menu. So
that might be in a written form, it might be in a practicum. So Lawrence,
you might go to your trainer and you might just have a list of exercises
and just be like, show me how to do these, what are the coaching points?
And just quiz them from time to time to get an idea of, okay, does this
person really understand how to perform these exercises? And it's a good
way for us to kind of dig and find out, are there some issues with our

onboarding process or things that people aren't necessarily picking up?

Other things that we'll have is we just have a handful of books that we
think are super important for our staff to read over the course of that first
six months. And so we basically just picked, it's a combination of ones
from business books, team health books, some are around exercise and
physiology. We have some around customer service. There's about seven
or eight books that we'll have them read over the course of that time. And
once again, it's pretty unique to us because obviously we're doing high
intensity training where we're taught about customer service. We have
different team dynamics that we want people to learn about, and so
making sure that you kind of pick the right books that you want them to
read. And then, once again, to make sure that they have understood it,
they're going to present that information that they've learned to their staff
at a staff meeting. And like | said, that's a wide array of topics that we

think are super important for them to read about.
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Yeah, and | guess you're also alluding to the tier one reading list in the
core growth plan, which alludes to some of those books, some of the
obvious ones being Body by Science, | think [inaudible] there's a new
High Intensity Training, and then there's various business books. So for
those that are interested in understanding, and we're going to talk about
this next actually, the different tiers that DS have for kind of the criteria
that trainers need to complete in order to progress. There'll be a PDF in
the thread to this which will show you those tiers, and what | encourage
you to do is adapt that to your own business. Otherwise, if you're taking
exactly what DS do, it's not really going to be congruent with your own

brand and your values.

So moving on to the core growth plan, do you want to just talk through,
maybe we can talk through those tiers? | don't know whether you know
them off the top of your head, or | can just bring them up my side, or we

can talk through the logic behind the growth plan.
Yeah.
I'm actually going to bring it up here so | can see it.

Yeah, so as far as the thought process behind it, it's just important to
basically show people the path of their job progression. We don't want a
trainer to just show up and be like, all right, I'm a personal trainer. I'm
going to be a personal trainer for the rest of time. We want to show them,
this is how your job can progress. This is the different tiers, this is the

different levels that you can reach. We want to provide them that plan and
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Lawrence:

that path so that our trainers understand this is not just a, I'm going to
come in and be a warm body and train a few people. It's really a career for
them, and they have a path that they can take. And this covers the course

of 10 years, our core growth plan does.

Yeah, it's awesome. And I'm just looking at it here with the pyramids, and
it demonstrates to the trainer the level of income that they can aspire to
earn and over time as they develop, they can reach these different
milestones and increase their income, and it's very granular and clear on
what they need to achieve. So yeah, | mean you've got... Again, the
listeners can check the PDF, but just high level, you've got the things like
the HIT Uni CPD course, books like Raving Fans, Tribes, Seth Godin,

Body by Science, Congruent Exercise. Various certifications. And then |

guess as, it's quite good because you've got conditions like they have to
have a certain number of years or number of training sessions at DS, kind
of just demonstrate, | guess, their loyalty and experience working for the
company alongside these additional boxes they need to tick in terms of

books and courses and creditations and things like that.

And | look at a lot, and | think an important thing to point out with these
tiers is, a lot of the things | see as doing for fun. So they're not scary, or
they might be sometimes scary or boring. They're like, if you don't look at
these things and think, oh yeah, I'm looking forward to doing that in some
sense, then you're not a good fit if you don't feel that way. Right? And |

guess you guys are... We won't cover this now, but in your hiring process,
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you already qualify for the types of people that are going to look at your

tiers and be like, hell yeah. You know?

Yeah, exactly. That's kind of the part of interview number one is to try to
scare people away that wouldn't be a good fit culturally in our process,

SO.

Yeah. I'm just thinking with the core growth plan, obviously David,
members are going to be able to read the tiers, and they're going to get a
sense of what we've just spoken about in terms of all the different things
that people need to do within your organization to progress. Is there
anything else that that doesn't tell you in terms of what the trainer's
growth plan also looks like? What else is happening in the background
that you might be able to talk about to give, again, members an idea of
their own core growth plans for their trainers and their business as well? If
there's anything that you can think of.

Yeah. So as far as developing a trainer, | mean the biggest thing that our
staff can do is our managers being able to shadow them and then be able
to be good teachers and good coaches for them to be able to correct if
they're doing anything improperly, or if there's a better way that they could
communicate to a client. So when you talk about just... If | had to choose
one activity that's going to develop a trainer the most, it would be our
managers being able to watch them and just take in-depth notes on the
sessions that they're giving and be able to provide them great feedback.

They can shadow as many times as they want, but I've seen more
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progression from trainers getting feedback from their manager or from the

person that they just trained than anything else.

So we really encourage and try to push our trainers on if you get trained
by a new person, you need to give them feedback on what did they do
well, what did they not do well? So that they can get better more quickly.
If you just get trained by them, and say, "Yep, good workout, thanks for
pushing me to failure," they're not going to progress the way that they
need to. And so it's really the whole team trying to wrap themselves
around this new person to help them get up to speed as much as they

can.

Awesome. Good stuff. And then | guess is, again, to sort of summarize
some of that, it is like you say, taking those things during the first two
weeks, those principles taught then, and really just hammering them into
the trainer and repeating over and over and over again, so that a lot of this

stuff just becomes second nature, right?
Yep. Yep.
Awesome.

Yeah, | don't think there's really any silver bullet to it. It's a lot of basic

things that if you perform the basic things well and just have good

repetition around them, that's what we've seen success with at least.

Okay, cool. And | guess another thing to mention is the reason | think why

also this stuff is so important is you talked at the start of this about how
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important it is for providing a consistently high level of service to clients,
which is obviously really important for retaining the client, generating the
referral, all of that stuff, which is the lifeblood of the business. But then
secondly, if your hiring process set up correctly, you're going to attract
high quality candidates to your business. And if you want to retain those
people, this is another reason why the process that goes into the
onboarding and the core growth plan is so important because | can tell
you how many times in my career... And this is in technology sales, which
is different, but it's the same principle that myself or a friend of mine
would be thrown into a new job and it'd just be like, yep, there's your
laptop, there's your phone, crack on. There's no onboarding, there's no

process whatsoever. And it's really disenchanting.

And quite often, | can name so many examples where people have not
hung around, they've left that job within a number of weeks. So you want
to avoid obviously attracting a great candidate into your business who
could be a goose who lays lots of golden eggs, and you completely scare
them off because you really haven't thought about their onboarding, their
long-term development and all of these things. So really, really important
that all of us, myself included, design plans around how we onboard and

how we develop people long-term.

So David, | really appreciate you taking the time, and | love that we've
made this nice and short, easy for people to consume and then go and
develop their own plan. Are there any other points... | guess, you've

spoken to quite a lot of business owners, right, in HIIT. You talk to people
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at rec. Are there any mistakes you see when it comes to onboarding and
developing team that you notice and have to address with people at these
types of conferences and over email and things like that? Anything that

comes to mind?

Yeah, so | guess it'd really be two things. Number one is really not having
much of a process in place. | think there are times where trainer might get
quote, unquote, "Thrown to the wolves," a little bit too early, and then
you're basically trying to figure out how to get them back on track after
they've had a couple months of bad habits already built up. So | think

that's one.

But the other one, and this isn't even a mistake, it's more of just an
inherent issue is, how do you do some of this stuff and how do you have
as much of a robust process if you only have one employee? And what if |
can't have my trainer trained with all of these other people? And | think
that's one thing that is a challenge. But once again, that's why making this
process bespoke to your business is so important because obviously
some of the things that we do, you can't do if it's just one or two trainers
at that location. You're going to have to do it a little bit differently, which is

a challenge.

Yeah. Yeah. Appreciate it. All right, Dave, best way for people to find out

more about you and get in touch?

You can just email me. It's davidg@discoverstrength.com.
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Awesome. And you're going to be at REC 2020 | assume? Is that right?
Oh yeah. Oh yeah. [inaudible] to it.

Well hopefully majority of the membership will be attending. | certainly am,
and I'm really excited about it. I'm really excited about the keynotes and
just the general camaraderie and seeing everyone and all of that stuff. So
yeah, | really encourage, if you're listening to this and interested in
learning how to grow your high intensity training business, start building or
extend that network you have with strength training professionals and
obviously add to your personal trainer skill set, then please do try and

attend. And so we're at resistanceexerxerciseconference.com. David,

thanks again for joining me today.

Thank you, Lawrence. | appreciate it.
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