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CH APTER S I X

Monetise

The single biggest mistake that people make when they set 
up a Health and Fitness business is to undercharge.

In this step of the 5 Ms, MONETISE, you are going to ensure 
that your business pays, that you earn what you are genuinely 
worth, and that you value what you do.

By the end of this chapter you will have a clear pricing struc-
ture for what you do, with a cancellation policy to underpin it. 
You will have ideas for a range of revenue streams and a good 
understanding of your operational costs. We are also going to 
touch on managing your money so that it doesn’t become an 
overwhelming task at the end of the Financial Year. Finally, I 
will ask you to work out how long it will take you to pay back 
the initial investment you made in your training and business. 
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I just want to make a comment on some of the terminology 
I’m going to be using in this section. I refer to the service you 
provide as ‘products’. A product doesn’t have to be a physi-
cal thing it can also be a service. So, for example, you might 
currently offer:

�� one hour counselling session for one person

�� one hour group exercise class

�� one hour one-to-one personal training session

�� thirty-minute sports massage treatment

�� ninety-minute initial consultation

Think of each of these as an individual product.

‘Cost of goods’ is a term I use to reflect the cost of delivering 
each of your products, which will vary depending on how busy 
you are. ‘Operational Costs’ are the annual running costs, or 
to put it another way, the fixed costs of being in business.

Let’s begin by putting this chapter into context. I’m sitting 
in a coffee shop writing this chapter on my laptop. I’ve just 
bought a cup of tea that cost me £2.50. Now, I could have 
made this cup of tea at home for the cost of one tea bag and 
a splash of milk – probably for less than five pence. It took 
the woman behind the counter only five minutes to serve 
me but her time is a small part of the cost of that cup of tea. 
So, what am I really paying for? There are three members of 
staff behind the counter, the café is warm and nicely lit. I’m 
sitting on a comfy chair with a clean table in front of me. This 
café is paying rent and rates in a prime retail area. The cafe 
is playing background music for which they will have paid a 
music licence. The venue will be insured and all the staff need 
training. They probably have another three members of the 
staff team, one of whom may be on paid holiday, and they all 
get sick pay if needed. I could go on listing the true costs of 
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that one cup of tea. The reality being that they probably didn’t 
make a lot of money from selling it to me… they needed me 
to also buy a cake to make any profit from my visit!

I hope you can see how your time is just one small part of 
what you do. So move your thinking away from an hourly rate 
and drill down deep into your actual running costs. Factor 
in the true value of the service that you provide and then 
you will be getting close to what you should be charging for 
what you do.

Me vs product 
As I mentioned, the single biggest mistake that people make 
when they set up a Health and Fitness business is to under-
charge.

Undercharging comes from a simple mistake in the way we 
think as therapists and fitness instructors. We start from the 
premise that we are selling ourselves and that we are the 
product. This way of thinking is fundamentally flawed for 
three reasons:

1. You are actually in the business of solving your custom-
ers’ problems. For your client, the outcome of the session 
or treatment they have will usually have a much higher 
value than if you value it purely on money for time.

2. Most of us will undervalue ourselves because of lack of 
confidence or self-worth. That little voice in your head 
that says, ‘It’s only me, who would pay x to spend an 
hour with me’.

3. If you only factor your time into the equation you will 
miss many of the costs hidden behind that one hour of 
your time and you are likely to get your pricing wrong.
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It is essential that you value what you do and don’t under-
charge. Hopefully the earlier DO! EXERCISE will have made 
you think about charging for your product rather than charging 
for you. 

I want you to change your thinking on what you actually do 
for your clients. Stop thinking about it in terms of time or an 
hourly rate and start thinking about the problems you solve; 
the unique solution you provide to your Tribe’s ‘pain’; the way 
you make your clients feel in body mind and spirit. 

Owning the value of what you offer the world creates a power-
ful ripple effect around you. You offer better work, earn more, 
have more resources to take care of the people and things 
you care about and become an example of what is possible 
for the people you set out to help.

I want you to keep this mindset while you work through the 
entire MONETISE step. 

Exploring multiple revenue streams 
If you are a therapist, you are likely to work primarily on a 
one-to-one basis delivering a treatment to a single person 
at a time. As a fitness instructor, you may also work on a 
one-to-one basis, for example as a personal trainer. A fitness 
instructor is also likely to run group classes, typically an hour 
in length. For example, a Yoga or Pilates group class. For 
many of you, this will be your core business.

However, I would like you to think about other possible 
income streams. Consider:

�� Extended classes or workshops

�� Day courses

�� Holidays and weekend retreats
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�� Speaking at an event

�� Corporate in-house workshops

�� On-line courses

�� A downloadable article or class

�� A retail product

Let’s look at these in a bit more detail:

Extended classes or workshops
At Barefoot Studio, we offer a range of two hour workshops 
that we put on as stand-alone one off events. The following 
are examples of two hour workshops that we have offered:

�� Introduction to Nordic Walking

�� Pilates for neck pain

�� Mobilising the spine

�� Everyday posture – taking Pilates into your everyday life

�� Taking Pilates to the next level

�� Therapist taster session 

�� Pilates equipment taster session

�� Seasonal specific course or class, e.g., ski fit or get in 
shape for summer

Other ideas might be a workshop on healthy eating, mindful-
ness or massage skills for the family or stretching for runners.

Workshops are a way of attracting new customers. They can 
be used to create a marketing buzz around the promotion of 
a specific event. They are also an add on product for existing 
customers. 
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Day courses

You may have enough material to offer full day courses. This 
could be done by yourself or in partnership with another 
therapist or fitness instructor.

At Barefoot Studio, we have run a number of one day courses. 
On one occasion, we partnered with a nutritional therapist 
and a mindfulness teacher to run a one-day course on weight 
management. I delivered the exercise part, the nutritional 
therapist talked about food and the mindfulness coach ran 
a section on our emotional relationship with food. These 
types of events are great for cross-referral and attracting 
new clients.

Holidays and weekend retreats

There is a growing trend towards anti-ageing, fitness and 
wellness holidays. In part this has been fuelled by the ageing 
baby boomers wanting to stay youthful and enjoy an active 
lifestyle. This demographic also has disposable income and 
is willing to spend it on experiences that enhance their lives.

You don’t have to be offering a two-week Yoga Retreat in 
Thailand! You can start small, partnering with a local hotel 
or B&B to put on a short break. You could arrange a retreat 
weekend for you and your clients, where you make the 
arrangements and deliver the element of the weekend that 
is orientated around the therapy or fitness activity. 

Wellness holidays are particularly popular among 30+ men 
and women who lead busy lives and are themselves success-
ful business people. If you are not taking your own clients 
on this kind of trip, you may need to identify a specific tribe 
to target and hone your marketing accordingly.
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Speaking at an event

There are many opportunities to share your passion for what 
you do by speaking at everything from Health Fairs and 
Conferences to WI meetings. It is true that you won’t always 
get a Speaker’s Fee at these events, but they are undoubtedly 
fantastic marketing opportunities.

It is well worth always having a number of short, twenty- to 
thirty-minute, presentations ready to go. If possible, the 
presentations should include PowerPoint slides with lots of 
images, an actual experience of what you do, your personal 
story and testimonials. It’s important to end with a ‘call to 
action’, maybe sign up for a six-week course today and get 
one extra session free, for example.

Prepare a one sheet summary of the type of talks you can 
offer with all your contact details and a short biog. If you 
have them, include testimonials from other Event Organisers 
who can recommend you as a speaker. You can then use 
this document to send out to prospective events, at which 
you could speak.

Corporate in-house workshops/team building

More and more companies are becoming switched on to the 
fact that healthy employees are key to their business. The 
benefits are numerous: less sick leave, improved produc-
tivity, improved morale and staff retention, plus less stress. 
It is often simple to re-package what you do to target this 
specific market. 

Here are just some examples:
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Yoga/Pilates teacher or Personal Trainer:  
Stretching at your desk

Osteopath or Pilates teacher: Back health in  
the workplace

Nutritional Therapist: Healthy eating on the go

Counsellor, Yoga Teacher: Reducing stress at work

Nordic Walking Instructor: Business net-walking

You could also just come up with a workshop that is fun, gets 
the team interacting and moving as a team building type 
experience.

The joy of a corporate product is that the organisation will 
provide the venue and the attendees. You would usually agree 
a fixed fee and, in effect, just show up.

Online courses
This may not be applicable to all types of Health and Fitness 
businesses but internet based services are an increasingly 
popular way of working. If you are able to work with people 
via webinars or offer one-to-one coaching using Skype, for 
example, then you open out to a potentially global market.

Counselling, nutrition coaching and mindfulness training, are 
all therapies that can successfully be delivered in this way.  
I have even taught one-to-one Pilates using Skype. 

Not all online products need be live. Think about whether 
you can develop any products that could be bought and 
downloaded, like an article, class or podcast. With modern 
gadgets, it is relatively simple to make good quality video/
sound recordings or digital images which can be shared.
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The benefit of offering your services online is that there are 
no premises or travel costs for you. It also helps to raise your 
business profile.

A retail product

Not all Health and Fitness businesses are suited to tradi-
tional retail products. However, for some there are relevant 
products that could be sold as an additional income stream. 
For example, some massage therapists sell aromatherapy 
oils and creams. If you are a Pilates or Yoga Instructor you 
could sell props, mats and other small equipment or prod-
ucts like Toesox. Nordic Walking Instructors may have the 
opportunity to sell poles. It is also worth exploring forming 
a partnership with a local shop. For a therapist, this could 
be a Health Food shop or for someone in the fitness industry 
it could be a Sports Retailer. If the shop is an independent 
retailer you might be able to negotiate commission for refer-
ring your clients to them or at the very least have a reciprocal 
marketing arrangement.

The above list of suggestions is not exhaustive. Ultimately 
the ideal is to find products which you can sell that do not 
require you to be there to deliver them. This way you can still 
be earning an income even when you are taking some well-
earned holiday time. There are some amazing and affordable 
on-line platforms available that make e-commerce very 
accessible. Shopify provides a professional retail platform 
with fees that are based on what you sell rather than a 
fixed monthly amount. More simply you can just have a few 
products that you sell in person when you are face-to-face 
with clients.
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 Write out a list, of the ‘products’ you are going to offer as 
part of your business. Specify:

�� Name of product

�� Frequency – for example, weekly, monthly, one off

�� Number of units available 

For example:

NAME: Pilates Beginners group class

FREQUENCY: Weekly

NUMBER OF UNITS 
AVAILABLE: 12 people per class = 12 units

NAME: Introduction to Nordic Walking workshop

FREQUENCY: Monthly

NUMBER OF UNITS 
AVAILABLE: 15 people per workshop = 15 units

Hopefully you now have an exciting menu of ‘products’ that 
you can offer. Before you work out what to charge for each 
of these products, you need to calculate your operational or 
running costs.

DO! EXERCISE
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Knowing your operational costs
Before you can decide what to charge, you have to know 
exactly what it costs you to run your business and the true 
cost of each and every product you deliver. Operational costs 
fall into two main categories:

1. Operational or fixed costs that you incur regardless of 
how busy you are or how many products you sell. For 
example, insurance and professional membership. In 
other words, regardless of whether or not you had a 
customer you would still need to pay these costs. 

2. Variable costs that relate directly to an individual prod-
uct. These are sometimes called the cost of goods. The 
total cost of these will increase the more products you 
sell. For example, it may cost you £12 an hour to hire a 
treatment room, 50p per treatment for oils and couch 
roll and £1 per hour to park outside the therapy rooms 
you hire. So, the cost of delivering a one-hour massage 
is £13.50. In other words, if you don’t get a booking you 
don’t pay this cost.

NOTE: It is important to know what the latest time is that 
you can cancel a service before incurring any of the cost 
of goods. This will help inform your cancellation policy. 
So for example, if the owner of the treatment room you 
hire still charges you full rent if you cancel the room with 
less than twenty-four hours’ notice, then your cancella-
tion policy needs to be at least twenty-four hours.

The following exercise will enable you to work out your annual 
running or operational costs:
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 Complete the following chart to calculate your total fi xed 
operational costs per year. Add in any other categories of 
expenditure that you pay regardless of the number of clients 
you have.

operational costs check list £

Insurance

Printing and stationery

Marketing
Website
Professional membership
Subscriptions to professional listings
Continuing professional development
Equipment wear and tear
Phone and postage
Internet
Accountancy fees
Music licence

Now go on to calculate the ‘cost of goods’ for a typical service 
that you deliver. Again, add in costs that are relevant to the 
services that you provide.

cost of goods £

Room hire

Travel and expenses

Consumables, e.g. massage oils
Laundry, e.g. clean towels for every client

DO! EXERCISE
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Setting your rate card
Your rate card is like a menu in a restaurant, it sets out all 
the products you sell and the price to the customer. When 
deciding what to charge for your service or product you need 
to consider two factors:

1. The actual and full costs of delivering that service or 
product

2. The genuine value of the outcome of that service or 
product to your customer.

Firstly, it is really important that you know exactly how every 
service you offer stacks up financially.

If you offer a service that you sell to more than one person, for 
example, a group exercise class, you must know how many 
people need to attend for you to break even. If the service 
you offer is only ever delivered to one person, you need to 
know the minimum charge to cover those costs.

All the information you have captured so far will help you 
make this simple calculation:

COST OF 

GOODS

SHARE OF TOTAL

FIXED COSTS

COST OF 

PRODUCT

PROFIT = CHARGE FOR PRODUCT - COST OF PRODUCT

+ =
e.g Room Hire,  
Travel etc.
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Let’s go back to our example of Jane, who is setting up in 
business as a Pilates teacher. 

Jane’s annual fixed operational costs are:

£

Insurance £100

Printing and stationery   £50

Marketing £100

Website £150

Professional membership £200

Subscriptions to professional listings   £75

Continuing professional development £450

Equipment wear and tear £100

Phone and postage £200

Accountancy fees £100

Music licence £100

Class booking software £450

TOTAL £2,075

As part of mapping out her business, Jane identified that 
she wants to work 15 hours per week. Based on working 42 
weeks of the year this equates to 630 hours of face-to-face 
service provision. Therefore, the per session cost of Jane’s 
operational costs is £2,075 divided by 630, which equals 
£3.30. This needs to be added to the cost of the individual 
product or service:

Jane offers two main products, group Pilates (maximum 
twelve people per class) and one-to-one private sessions.
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Group Class £

Hire of village hall £20

Travel Nil

Share of fixed costs £3.30

Total cost of product £23.30

Example A. If Jane only charged £5 per person for the class she 
would need five people to break even. If she had 
ten people attending the class she would make 
£26.70 for the class.

Example B. If Jane charged £10 for the class per person she 
would need three people to break even. If she had 
ten people attending the class she would make 
£66.70 for the class.

What Jane also needs to factor in is how much time does 
it take her to prepare for the class and if there is any travel 
time. Let’s assume it took her thirty minutes to plan her class, 
fifteen minutes to travel there and fifteen minutes to travel 
back. In model A this would make her hourly rate £13.35 an 
hour with ten people attending and in Model B £33.35 an 
hour with ten people attending.

Working out the cold, hard profit and loss of every product 
you offer is one way to set your rate card and is an important 
place to start. However, this is only the first step. You then 
need to calculate the value of the solution you provide to your 
customer and add this in to your pricing.
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DO! EXERCISE

 Choose two of your most frequently delivered services 
and calculate the true cost of delivering this product, using 
the following formula:

Once you have worked out the cost of delivering each prod-
uct, add on the profi t margin based on the real value to the 
customer. This will give you your retail price for that product. 
Reflect back on the DO! EXERCISE you completed in Step 1 
MINDSET, where you listed the value of what your product 
delivers for your customer. What are the real outcomes for 
your client, for example, able to run again, no more back pain, 
less anxiety? What do you think they would be willing to pay 
for that kind of result?

The charge for each product you offer should give a worthwhile 
profi t margin for you and also reflect the value of what you 
offer to your customer.

Repeat this exercise for every type of session or class that 
you offer. Revisit your table of products and add your pricing 
against each item. 

COST OF 

GOODS

SHARE OF TOTAL

FIXED COSTS

COST OF

PRODUCT

PROFIT = CHARGE FOR PRODUCT - COST OF PRODUCT

+ =
e.g Room Hire, 
Travel etc.
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Remember it is always easier to offer a discount or to lower 
your prices than it is to increase them. 

In the next section, I’ll give you some examples of how you can 
offer great value to your regular clients without undervaluing 
what you do.

Block bookings, passes and discounts

Once you have calculated your rate card for every service you 
offer, you can then look at packaging up sessions to incentivise 
bulk buying. Bulk buying should always be a win/win for you 
and your client. You get a chunk of money in advance and the 
security of knowing that a series of sessions are pre-booked 
and pre-sold. They get a good price for committing up front 
and paying in advance for a number of sessions. 

The simplest model for discounting in this way is: The more 
sessions you buy, the cheaper it gets. The following example 
shows how this would work for a Pilates Matwork group class, 
where the maximum class size is twelve people:

Single class £12 (pay as you go)

Block of six classes £66, i.e. £11 a class

Block of twelve classes £120, i.e. £10 a class

The product you will sell the most of is the middle one. You 
need to ensure that if all twelve people in your class paid for 
their classes at this level, you make the income you need 
to make it profitable. The single class price should be at a 
high enough price that it actually puts people off buying this 
option. It is also vital that you set an expiry date on any block 
purchases and enforce it.
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This model can also work for therapists – for example a block 
of six sports massage treatments. It works well for higher 
value items such as personal training sessions.

Other package options include pricing discounts for shared 
sessions. This doesn’t work for all products but can be very 
effective for some. Using Pilates as the example:

One hour private one-to-one mat session £55

One hour private duo mat session £35 per person

One hour private trio mat session £25 per person

Packages like this are popular with couples who want to train 
together and also for groups of friends. 

It is important with shared sessions that you make it clear 
that if for example a trio session has been booked and only 
two of the three friends turn up, they must pay the ‘duo’ price.

Bundling packages are another way to offer good value to 
your customers and to sell a wider range of products. Let’s 
use the example of an aromatherapy massage therapist. In 
this example the following three treatments are all available 
as stand-alone products from the rate card:

Indian head massage (20 min treatment) £25

Back and shoulder Swedish massage  
(30 min treatment)

£35

Reflexology foot massage (30 min treatment) £35

Complete Deep Relax Package
£75  
(saving £20)
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Memberships
Membership packages are very much the model used by the 
gym industry and it’s tempting to think that this could be a 
good way forward if you are a sole trader in the fitness indus-
try, for example as a Pilates, Yoga, Nordic Walking or group 
Fitness Teacher. I am not a fan of membership packages 
unless you have large premises with lots of classes on offer, 
which are not limited to relatively small numbers.

The Gym industry membership package works well because 
it is based on the assumption that a huge number of people 
will commit to a membership in January and then taper off 
and not use the facility that much. At the same time they 
will continue paying a direct debit that just ticks away in the 
background. They pay for the use of the gym even when they 
are away on holiday. Group class sizes in gyms tend to be 
large (thirty plus people in a class) so the per person cost is 
low. This is not the case for Yoga, Pilates and Nordic Walking 
classes, as they tend to be smaller.

We ran a membership scheme at Barefoot Studio for a few 
years. Members paid £72 a month for unlimited Pilates and 
Nordic Walking classes. To put this scheme in context, all 
of our classes are limited to twelve people per class. The 
people who took up our Barefoot Unlimited membership 
were all already committed attendees. When we analysed 
attendance, we saw that our members typically came to a 
class a minimum of three times a week and often four or 
five times a week. On average it worked out that they were 
paying £4.50 per class, a higher than 50% discount on the 
rate card charge for that class. It was common in many of 
the classes I taught for half of the people attending to be 
Barefoot Unlimited members. You can see how this would 
significantly skew the rate card calculation.
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There is one more reason why memberships can be prob-
lematic for small fitness businesses, especially sole traders; 
holidays! Barefoot Studio offers fewer classes in the school 
holidays. If you work on your own, there may be no classes 
available to members when you are on holiday. We had 
complaints from the Barefoot Unlimited members that they 
had less choice of classes in the summer holidays yet were 
still paying the same monthly fee. We then had to schedule 
additional classes which ended up being poorly attended... 
I think you get the picture!

If you run a fitness business that is based around small classes, 
and especially if you are the only teacher, then I would avoid 
membership schemes. Obviously for therapists this model is 
not relevant at all.

By the end of this section you should have a good idea of 
your rate card or how to go about creating one. Your products 
should be clearly listed with pricing for individual sessions 
and set discounts for bulk purchases. The pricing should 
have been calculated taking into account the costs involved 
and with the value to the customer incorporated. Now you 
need to do some market research to check your pricing. Use 
the internet to check out similar businesses in your area and 
find out what they charge. You do not have to be cheaper, but 
you should be roughly in a similar price range. Make sure 
you are comparing like for like. So, for example, if you are 
a qualified Nutritional Therapist and you offer small group 
classes, checking out what a local slimming club charges 
would not be a fair comparison. 
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Healthy mind and body – healthy bank
Managing your business money
Now you have begun to monetise your business, you need to 
manage your business finances. You need to know whether 
you are on track to hit your income targets, whether your 
estimated operational costs were accurate and to know at 
any one time if you are profitable or not.

I share my office at Barefoot Studio with Jan, our marvellous 
Finance Officer. As well as working for us Jan does freelance 
book keeping and manages many of our therapists’ End of 
Year returns. Every year there is a steady procession of ther-
apists coming into the office with shoe boxes, carrier bags 
and scraps of paper, all saying ‘Sorry Jan, it’s a bit of a mess’. 
Some of them literally hand over a box rammed full of receipts 
and a copy of their bank statement showing what money 
they’ve banked that year. Jan works her magic and then tells 
them a few weeks later whether they actually made any money.

Knowing your bottom line on at least a monthly basis is one of 
the most essential business tools you can have. By following 
Step 2 MAP, you will have hopefully worked out exactly where 
you want to be in terms of income. You will also have set out 
a timescale for this, in effect setting yourself some targets. 
Managing your business money is the best tool you have for 
checking if you are on target or not.

These days there are many apps and software packages 
available to help you easily manage your business money. 
Some apps even let you snap a quick photo of your receipt 
on a smart phone which is then automatically pulled into 
your accounts. If you don’t have a lot of transactions, then 
a simple spreadsheet is a good place to start. However you 
track money in and money out, you need to be able to work 
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out how far you have travelled along your mapped out route 
to the income levels you desire.

For example, say you are a therapist charging £45 for a one 
hour counselling session. Your target is to make £20,000 
a year in Year 1 and to be at this level of income within six 
months. Your annual fixed costs are about £2,000 which 
equates to £4.75 per session. It costs you £10 per session in 
‘cost of goods’. So, your profit is a little over £30 per session. 
To take £20,000 a year you would need to have fifteen paid 
sessions a week based on working forty-two weeks of the year.

On a monthly basis, this therapist should be asking the follow-
ing questions:

�� How many actual paid sessions did I have in the  
last month?

�� Is this above or below where I should be at this  
point in my plan?

�� Have my actual operational costs been the same  
as I budgeted or have I over/under spent?

�� Have my costs per session been as I predicted or  
have there been any changes?

If the therapist is falling short on their targets, then they need 
to reflect on their marketing strategy and to look at what is 
working and what is not working in terms of getting new 
clients and keeping existing ones.

The better financial records you keep, the better you will be 
able to manage your business and the smaller your accoun-
tancy bill will be at the end of the year. Know that it is not an 
option to be ignorant of how your Health and Fitness business 
is performing financially. Knowledge is power.

Word of caution: on balance, it is also important to not get 
caught up in the minutiae of the finances on a day to day basis. 
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Make sure you step back and look at the bigger picture over a 
reasonable time frame, for example at the end of a teaching 
term, or quarterly. 

Cancellation policies 
Having a robust cancellation policy is a must for every Health 
and Fitness business. Not having a cancellation policy is 
probably the second biggest mistake that people make, after 
undercharging.

When I first started teaching Pilates I was very susceptible 
to a good cancellation ‘sob story’. Sadly, what I have realised 
with time is that the more generous you are the more people 
take advantage of you. 

Here is why a cancellation policy is essential. 

Firstly, you have just calculated the true costs of running your 
business. Many of these costs are fixed whether people show 
up for their session or not. If someone cancels their session 
within a timescale that makes it unrealistic for you to fill their 
slot, then you have to bear the cost of those overheads. It is 
not a neutral financial situation. 

Secondly, in many cases charging someone for their session 
when they cancel late can act as a motivator. Therapists in 
particular, but also fitness instructors, may be working with 
people who struggle to stay motivated or who on some level 
sabotage their own treatment or training plan. On those days 
when someone is thinking they might not bother to turn up, 
the thought of losing their money may be just enough of an 
incentive to get them to their session.

At Barefoot Studio we have a 100% of the fee twenty-four 
hour cancellation policy for all of our classes, one-to-one 
sessions and treatment rooms. All our clients receive email 
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confirmation of their session and this contains a reminder 
of our cancellation policy. When people speak to someone 
on reception to make a booking the member of staff will 
remind them of our twenty-four hour cancellation policy. 
We are fairly strict on enforcing this. On rare occasions, we 
will waive it but this is very much the exception. People 
still ask if we will waive our cancellation charge for things 
like being stuck in work, stuck in traffic, childcare falling 
through etc. These days I always say no. It may feel harsh 
at first but remember you are running a business. The more 
you enforce this policy the clearer it becomes in your mind 
and in your customer’s minds and the easier it becomes. I 
promise you that it is very rare that a client will complain 
about it. Especially if you clearly state your policy whenever 
there is a booking or monetary transaction. We have a copy 
of our cancellation policy on the wall and on the bottom of 
the studio timetable flyer.

Annual price increases
When I first opened Barefoot Studio, one of my clients, Patrick, 
gave me a really good bit of advice. He said to ensure that I 
increase my prices every January even if it is by a tiny amount. 
At first this didn’t feel easy and I ended up with some odd 
prices like £7.50 for a class, but I trusted Patrick’s advice and 
followed it every January. 

I’ve spoken to so many therapists and Instructors who have 
charged the same fee for the services they provide for years 
and years. One therapist I spoke to had never increased her 
prices and she had been working for ten years! If you do this 
you are then faced with the prospect of either slowly making 
less and less money (as your costs go up each year) or 
suddenly having to make a big adjustment which is always 
received painfully by your customers. If you don’t increase 
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your charges each year you are also failing to reflect your 
growing body of knowledge and experience in your rate card.

DO! EXERCISE

 At the beginning of December every year I want you to 
diarise reviewing your rate card and fi xing prices for the 
following Calendar Year. Then just put a note on the wall, or 
add a footer to your emails politely stating that from the 1 
January your charges will be… This gives people four weeks’ 
notice of the increase and it will make it easy for you to be 
able to ask for this additional charge when it is implemented.
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Summary
Step 3 MONETISE is the crucial step that takes 
you away from being a hobby business or from 
running a charity and into earning a living. 
When you have clarity over your pricing struc-
ture and really understand the true costs of 
delivering the service you provide, you are far 
more likely to value what you do. If needed, 
you would be able to explain to someone why 
you charge what you do and why you have a 
cancellation policy. 

For some people the most uncomfortable 
part of being in business is asking people for 
money. Having a clear rationale for what you 
charge will really help with this. Practise look-
ing people in the eye and confidently telling 
them what you charge. You can ask someone 
to help you practise this. I once worked with 
a therapist called Sally who just couldn’t tell 
people what she charged. She’d apologise 
to the client, splutter and mumble and then 
state some ridiculously low amount. I used 
to ring Sally up randomly throughout the day, 
pretending to be a customer and ask her what 
she charged for an initial consultation and 
follow up session. After a few days of this 
Sally became really good at explaining what 
she offered and what she charged in a matter-
of-fact way.
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Now you are starting to think like a business 
person. You have a clear vision of where you 
want to go and this is mapped out with key 
landmarks along the way. You understand how 
to make your business profitable and have a 
rate card that reflects the value of what you do 
and that ensures you earn a living wage. The 
next step is to get that phone ringing so you 
have people to explain your charges to! 

Step 4 MARKETING is where you will hone your message and 
get it out to the tribe you identified in MAP.



Contact details
Karen Ingram Academy Ltd.

Phone: 01446 775772
info@kareningramacademy.co.uk

www.barefootstudio.co.uk
www.kareningramacademy.co.uk

Moving people to believe they can do it! 
By teaching them to be great Pilates teachers, to run  

successful businesses and to move without pain.


