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Introduction:

The Real Money is in Retention
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Let me start with a hard truth: if you’re constantly chasing new clients, you’re doing your business a disservice.

Who am I? I’m Matt Weik, and I’ve been deep in the fitness industry for over two decades. 

I’m a certified strength and conditioning coach, personal trainer, and sports nutritionist. I’ve trained everyone from wide-eyed kids walking into the weight room for the first time to elite-level athletes preparing for game day in the NFL and NBA. I even had the privilege of training a boxer to get him ready to claim the heavyweight belt (which he did).

I own and operate several businesses, one of which is a personal training business that specializes in various fields like sport-specific training.

I’ve seen trends come and go, watched gyms open and close, and coached enough trainers to know one thing with absolute certainty — the real money isn’t in getting clients. It’s in keeping them.

Most personal trainers spend way too much time marketing to people they don’t have, while the clients they do have are slipping out the back door. They’re pouring energy into social media, flyers, business cards, and gimmicky promotions, hoping to reel in new leads — and don’t get me wrong, getting clients matters. But if you don’t have a strategy to retain them, your business will constantly feel like it’s stuck on a hamster wheel.

Retention is where the magic happens.

It’s what separates the struggling trainer from the one who’s fully booked with a waitlist. It’s what builds real income, real impact, and a real brand. Think about it — when a client sticks with you for 6 months, 12 months, 3 years... that’s consistent revenue, multiple transformation stories, and a built-in referral engine. Not to mention the reputation that comes from actually getting people results.

If you get people results and their friends and family see their transformation, be prepared for your phone to ring or emails to blow up. It’ll happen organically without you even needing to find new clients.

This book isn’t about theory. It’s about real, tactical strategies that I’ve used and taught over my career to help trainers go from stressed and scattered to confident and in control. Inside, we’re going to cover everything from building an onboarding process that actually impresses to creating loyalty programs that get people excited to show up to mastering client communication that keeps people engaged between sessions.

This isn’t fluff. This is retention built for your business.

If you’re tired of the churn-and-burn cycle and ready to build something sustainable — something that grows with you and not against you — you’re in the right place.

Let’s flip the script and build a business where clients don’t just sign up...

They stick around for life.

And let’s not make this the last time you and I are together. I have published numerous books on personal training, covering multiple topics that can also help take your personal training business to the next level.

Let’s dive into things!
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Chapter 1:

Understanding the Retention Mindset
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If you don’t understand why retention matters, nothing else in this book is going to stick.

Listen, I’m not here to BS you — if you’re focused only on signing up new clients, you’re leaving serious money and long-term opportunity on the table. I’ve seen too many trainers treat their businesses like revolving doors. Someone walks in, signs up for a few sessions, maybe trains for a couple of months... then they’re gone. The trainer moves on and starts chasing the next one. Rinse and repeat.

That’s a terrible business model.

Just thinking about that should piss you off. How many times have you been a subscriber to a service (let’s just say your cable or internet company) and you see them dropping their pants for new customers? Meanwhile, you’ve been a customer for 10 years, and all you get is a higher rate every year.

That’s pretty messed up if you ask me. What does that cause? It causes people to start shopping around for a better deal.

The same goes with trainers. If you’re not actively trying to retain your clients, they may just slip away one day without notice. And the only person you have to blame is yourself.

Why Retention Should Be Priority #1

Let me ask you a simple question: would you rather work with a new client who pays for one month and vanishes or a loyal client who trains with you for three years and sends their friends and family your way?

Obvious answer, right? That long-term client is worth more than just their payment — they’re a walking billboard for your services, a testimonial in action, and a steady source of income that doesn’t require you to constantly hustle for leads.

When retention becomes your top priority, everything in your business gets easier. You stop stressing over marketing every month, and you start building deeper relationships that actually move the needle — both for your clients and your bottom line.

Lifetime Value vs. Cost of Acquisition

Here’s something most trainers never consider: the lifetime value of a client (LTV) versus the cost of acquiring a new one (CAC).

Let’s say it takes $100 worth of time, effort, and marketing to sign a new client. If that client sticks around for only one month and pays you $300, you’ve made $200. Great, right?

Not really.

Now, let’s say you focus on retention. That same client stays for a year and pays you $300 every month. That’s $3,600 in revenue. That’s the power of LTV. You didn’t have to re-acquire them, re-market to them, or spend hours on sales calls. You just had to deliver value, build trust, and keep them engaged.

The trainers who understand this don’t just survive — they thrive. They build full schedules, steady income, and bulletproof reputations.

You should be able to keep your books full of clients that keep coming back. You should be able to look at your schedule and not have any doubt in your mind that the people there are loyal to you and put their confidence in you for the long haul to get them the results they’re looking for.

Why Clients Stay — and Why They Leave

Retention isn’t just about workouts. It’s about experience, connection, and consistency.

Clients stay when:


	They feel heard and understood.

	They see progress toward goals.

	They enjoy the relationship they have with you.

	They feel like more than just a transaction.



Clients leave when:


	They lose motivation and feel unsupported.

	Their schedule changes and you’re not flexible.
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