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The Summer of 2017 

The summer of 2017 was good for Bruno Guévremont.  As one of the Ambassadors for the 

Invictus Games in Toronto, he had been busy promoting the events and then meeting with 

the press and various dignitaries during the games in September. By all standards the 2017 

games were a huge success. This was a different role for him as he had been one of the co-

captains for the Canadian team at the previous games in Florida. After all the excitement, it 

was time to return to BC where his other passion was waiting for him, his fitness business, 

CrossFit Stasis. 

The Fitness Industry 

By the middle of 2017, there were approximately 520 fitness and recreational sports centres 

in British Columbia with employees and another 600 establishments run by just one person 

(Exhibit 1). Of these, most of them fell into the small employer category with between 5 and 

99 people on the payroll (Exhibit 2). Across Canada, approximately 70% of these businesses 

were profitable (Exhibit 3).1 

The fitness industry is changing rapidly. From 2008 to 2014 high intensity interval training 

(HIIT) was ranked the number one trend globally but has dropped to number 3 in 2017 (Exhibit 

4).2 Despite this, specialty organizations such as CrossFit are continuing to see very strong 

growth. 

Bruno the Survivor 

After coming back from a second tour in Afghanistan, Bruno had been considering what to 

do as he adjusted to civilian life. The traumatic experiences took a toll on his mental health 

and he was diagnosed with Post Traumatic Stress Disorder (PTSD) -which is an anxiety 

disorder that can develop after experiencing or witnessing a traumatic event. As part of his 

recovery he was introduced to True Patriot Love, an organization dedicated to helping 

veterans and he participated in a gruelling trip to the North Pole. This was a turning point. 

The extreme conditions and the tough environment resonated with Bruno and was 

instrumental in preparing him for more of the same. In 2008 he was introduced to the CrossFit 

workout regime. Even though he had been a dedicated gym-goer, he had always felt he 

needed something more challenging. This was it. Initially, Bruno rented a small space so that 

he could work out with his friends, it was never really intended to be a business. But that 

quickly changed as he saw the tremendous response and growth; by the time he headed off 

to the Invictus Games in Toronto in 2017, he had just hit his hundredth member in his club. 

Bruno’s passion for CrossFit and his instinct for working with people, that he had polished in 

the military, helped him to create a unique sense of community for all the folks who trained 

with him.   

 

                                                           
1 (Statistics Canada) 
2 (Thompson) 
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As with most people who have come through adversity, Bruno felt very strongly about giving 

back to his community and he became one of the poster boys of True Patriot Love, featuring 

on the organization’s website. But the real passion became the Invictus Games, founded by 

Prince Harry and designed specifically to be a venue where war veterans could once again 

find their sense of identity and worth. Bruno became one of the co-captains of the 2016 

Canadian Invictus team and then one of its active ambassadors for the 2017 games. Through 

these activities, Bruno developed a very strong network and profile in the veteran community 

with whom he shared many experiences. Involvement in these two organizations gave Bruno 

a strong profile that extended across the country, far beyond his home in Victoria. 

CrossFit Stasis in Victoria 

By the summer of 2017, CrossFit Stasis had grown to become a busy concern as an 

independent “affiliate” club in the CrossFit network with six coaches working on average 20 

hours a week and a new 4,000 square foot facility in an active industrial area to serve the 

needs of the growing club membership standing at approximately 100 paying on average 

$140 per month. In the CrossFit world, Bruno’s gym would be ranked as a medium size box3 

(Exhibit 5 shows where CrossFit Stasis ranks in a global survey of CrossFit gyms).  The 

problem was that Bruno had no real business training and while he was paying the bills, he 

had no idea if he was making money or how much. It was clear that the current way of 

managing this side of the business would not be adequate and so a new accounting and 

financial system was installed in 2017. The results were surprising. Bruno had always thought 

that the business was profitable as long as you had enough cash flow to pay the bills. This is 

essentially true but only if you capture all the costs. 

The growth of CrossFit Stasis had been mostly organic. Bruno’s passion for fitness was 

infectious and his active involvement in many community events, including the Invictus 

Games attracted people. Bruno was his own best ambassador. A natural ability to connect 

with people with whom he trained and to personalize the regime for an individual’s own needs 

meant that people felt connected and this fit well with the overall CrossFit philosophy of 

creating a strong community amongst fellow athletes. Bruno wondered what the right balance 

would be to be profitable enough so that he could spend some more time on the many other 

causes that he wanted to pursue. 

There are three other CrossFit affiliate gyms in Victoria in close proximity to each other 

(Exhibit 6). Although there is a strong connection between all the people in the broader 

CrossFit community, essentially each one of these gyms must be able to sustain themselves 

financially. Franchise operations often have a suite of marketing supports for their 

franchisees. But CrossFit is not a franchise organization and does not have a strong suite of 

corporate marketing tools for their associates to use. Instead, the corporate office encourages 

the use of online forums to build the community. This creates a strong community, but each 

owner must be able to devise a reasonable marketing plan to be sustainable as a business.  

                                                           
3 (Gardner) 
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Bruno’s dilemma is how can he grow his business and at the same time not alienate the 

nearby CrossFit coaches and athletes. 

The Global CrossFit Tribe  

CrossFit was founded by Greg Glassman in California in 2001 and it soon created a fiercely 

tribal culture with its own lingo.4 In fact, it has become one of the fastest growing network of 

affiliated gyms on the planet. Anyone taking CrossFit is called an “athlete”, instructors are 

“coaches” and gyms are “boxes.” CrossFitters become extremely committed to this culture 

and not only do they train together, they also eat together, and party together. 

The program includes a combination of resistance training, weight lifting and squats and is 

based on the principles of high intensity interval training (HIIT) but it differs in some ways 

from pure HIIT.5  Most importantly, the commitment to the regime is intense. The unofficial 

mascot for the movement is a clown vomiting because the training is so demanding that this 

is in fact not uncommon. 

Glassman, as tribe leader, is outspoken and charismatic with strong convictions that started 

developing at an early age when he suffered from polio. He was born in a suburb of Los 

Angeles, but spent summers on a family farm in Alabama, with his cousins, where he learned 

to be very competitive. This was the origin of his spirit of overachievement. In fact, he created 

CrossFit at the age of 16 in his garage, a mix of gymnastics, power lifting, and calisthenics 

(exercises consisting of a variety of gross motor movements—running, standing, grasping, 

pushing, etc.). This aggressive style is very apparent in his core management team of ex-

Marines and ex-Seals. The CrossFit culture reflects Mr. Glassman and his core beliefs; he 

maintains complete control with 100% ownership of CrossFit Inc., the private company that 

owns trademarks and collects fees from the thousands of affiliate clubs around the world. 

CrossFit gyms owners are not franchisees. They are private gym owners who pay the 

corporate office for training and an annual fee for using the name, accessing online resources 

and the worldwide CrossFit community. 

The CrossFit concept has a simple business model. Keep overhead down and the revenue 

stream simple. The management structure is flat and controlled tightly by Glassman. He does 

not have many of the expensive corporate needs of franchise businesses that include 

marketing and supply chain support and the head office personnel that would be necessary 

to provide these services. Instead, he relies heavily on the affiliates themselves to support 

each other and facilitates this with online forums and bulletin boards.  

There are three main sources of revenue for the parent company in California. The first is the 

$1,000 per head fee that coaches and potential affiliates pay to attend training seminars. The 

demand for these seminars is so high that in 2015 there were more than 250 centres offering  

 

                                                           
4 (Bowles) 
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this training worldwide. The second source of revenue is the annual $3,000 fee that the over 

13,000 affiliates (like CrossFit Stasis) pay and the third is a lucrative association with Adidas.6 

 

Not the Typical Model 

  

Most people are familiar with the typical fitness facility, either independent or chain owned, 

where there are rows of cardio and weight training equipment, classes and banks of TV’s to 

keep clients entertained. Many facilities also offer extra features such as tanning beds, hot 

tubs and saunas. Some clubs can have very large footprints and can have pricey real estate 

locations. The business model is based on selling a large number of memberships and 

actually only having facilities for a fraction of those as most people actually do not go to the 

gym on a regular basis, even if they have a monthly membership. These facilities still must 

have a minimum size so that they can accommodate higher numbers in peak times. However, 

in essence, the fees of the many subsidize the use of the few. Most of these gyms are 

franchises. CrossFit is not part of this traditional model. 

CrossFit and some of the other specialized outfits do things very differently. The corporate 

website has a statement about its philosophy: 

“CrossFit is not a franchise and never will be. Our affiliates constitute a confederation of 

legitimate fitness practitioners united around constantly varied, intense, functional exercise and 

pooling reliable resources under the CrossFit name.”7 

With low overhead and a small footprint that cannot accommodate large numbers of people, 

it is the relatively small active membership that supports the gym. This is why fees have to 

be substantially higher. The actual price that gyms can charge, however, is increased by the 

almost cult-like following of high achieving athletes for whom this type of training in a 

communal atmosphere has high value.8 

 

Starting and Running a CrossFit Gym 

Low initial costs and relatively high membership fees mean that CrossFit gyms can be 

profitable early on in their operation. Anyone wanting to be an affiliate or coach attends a 

$1,000 a head seminar. Once certified, each affiliate pays a $3,000 annual fee. The business 

model emphasizes that boxes do not focus on moving equipment but instead on motivating 

people. Start-up equipment cost is around $5,000 This is significantly lower than regular 

fitness facilities that must purchase and maintain a suite of costly cardio and resistance 

training equipment. In keeping with the “box” theme, locations are encouraged to be low tech 

(Exhibit 7) and many are in industrial type locations with garage or loading bay doors where  

                                                           
6 (Maneker) 
7 (CrossFit) 
8 ( Inside The Affiliate) 
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rents can range from $3,000 to $5,000 a month. Coaches make between $25 and $35 a per 

hour.9  

On the other side of the equation, CrossFit athletes can pay many times what they would pay 

at a regular gym.10 Whereas many traditional gyms have monthly fees that range from $15 to 

$50, CrossFit pricing can range from $140 to over $200 a month.11 Exhibit 5 shows CrossFit 

Stasis 2016 income statement in comparison to a range of small medium and large boxes. 

 

CrossFit Tribe Members – who are these people? 

Marketing CrossFit is very different compared to regular gyms who target a much broader 

audience relying on large membership numbers across various segments that range from the 

serious fitness buff to the occasional visitor.12 Most gyms rely on having a large number of 

members who are not regulars but who help to subsidize the heavy users. In most cases, 

members of conventional gyms value nice surroundings, clean facilities, entertainment, and 

convenient locations. CrossFitter tribe members and potential tribe members are not your 

typical occasional fitness buff. Instead, they value competitiveness, pushing physical limits 

and community more highly than slick facilities.  

The vast majority of CrossFitters fall in the 25 – 34 age range (Exhibit 8).13 They are drawn 

to the aggressive fitness goals and the camaraderie that goes with that. They also share 

some seemingly divergent traits. They show extreme dedication, and this translates all the 

way down to the most minute routines used in the fitness sessions. They tend to have a 

rebellious streak, and this is actually one of the things that attracts them to CrossFit as it is 

not a conventional program. Interestingly, CrossFitters also tend to be very compassionate 

and philanthropic people. These traits are very often displayed by people who have 

undergone some kind of trauma in their lives and a highly competitive and rigorous regime is 

what helps them to maintain their balance14. 

CrossFitters tend to be heavy Internet users. They will search local listings for conveniently 

located facilities and use YouTube extensively as a resource for exploring new routines, diet 

tips and interesting activities to connect with other tribe members. They tend not to be not big 

consumers of traditional media. It was not uncommon to find people with very strong technical 

skills in the box community. 

 

 

                                                           
9 (DePersio) 
10 (Maneker) 
11 (Crossfit Toronto) 
12 (Rogriguez) 
13 (CrossFit) 
14 (Melillo) 
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Marketing to the CrossFit Tribe 

CrossFit hosts a forum where current and potential affiliates can get information on how to 

start and run their facilities.15 There is an active online CrossFit community that uses this 

discussion board to support each other in marketing and other activities (Exhibit 9). One of 

the recurrent themes is that the client base is the best marketing tool you can have. This is 

the primary way that box owners support each other. There is also a host of service agencies 

that offer paid services that include software to help manage operations and financials, 

website design, hosting and maintenance, online marketing as well as traditional design and 

media. In keeping with the philosophy of the founder, most box owners concentrate on 

encouraging referrals and online marketing initiatives (Exhibit 10 shows some examples of 

marketing costs).16 

A number of box owners had been blogging about their success using on-line marketing 

methods with different types of YouTube ads (Exhibit 11) averaging around 20 cents a view 

and Google AdWords budgets as low as $50 a month.17 

 

The Marketing Dilemma 

Up until the present time CrossFit Stasis had grown mainly by word of mouth as members 

brought in their friends and family. Bruno had spent only minimally on flyers and ads like 

some of the other traditional fitness gyms. It seemed logical to him that his marketing plan 

had to change but he was concerned that he didn’t really know the best way to allocate money 

to his marketing efforts. As he checked around the community of affiliate gyms, the picture 

became even muddier because while medium sized CrossFit affiliate gyms like his spend 

about 1.5% of their gross revenue on traditional marketing the most successful gyms actually 

spend much less, averaging only 0.9% on marketing activities.18  

The leading boxes seemed to be approaching marketing differently from the smaller ones. 

They were spending less and still growing in size and profitability (Exhibit 5). As Bruno 

contemplated this, he wondered what these large affiliates were doing and whether he could 

find a way to use his limited resources better. His marketing efforts had concentrated on 

placing posters wherever he could and periodically distributing flyers through a variety of 

methods. Although he was not sure how to measure the effectiveness of these methods, they 

were the standard ones that most local businesses seemed to be using. Perhaps it was time 

to re-evaluate the strategy. 

It seemed to Guévremont that he had an opportunity to turn his box into one of the premier 

outfits in the city by attracting more athletes to his outfit. This would mean finding the right 

marketing mix even if it meant cutting into his profits for the next year. 

                                                           
15 (CrossFit) 
16 (Mindbody) 
17 (Alleger) 
18 (Gardner) 
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Exhibit 1 – Fitness and Recreational Centres in Canada  

Province/Territory Employers Non-Employers 

Ontario 1,277 1,371 

Quebec 807 675 

British Columbia 522 599 

Alberta 439 385 

Manitoba 130 128 

Saskatchewan 103 117 

Nova Scotia 97 54 

New Brunswick 76 44 

Newfoundland & Labrador 73 29 

Prince Edward Island 12 12 

Nunavut 5 0 

Northwest Territories 3 2 

Yukon 3 3 

Canada 3,565 3,419 

(Statistics Canada) 

 

Exhibit 2 – Fitness and Recreational Centres by Employee Number  

 Province/Territory Micro 1-
4 

Small 5-
99 

Med 100 
- 499 

Large 
500+ 

Ontario 437 803 30 7 

Quebec 265 526 13 3 

British Columbia 174 337 10 1 

Alberta 149 276 11 3 

Manitoba 41 59 3 0 

Saskatchewan 39 56 2 0 

Nova Scotia 37 39 2 0 

New Brunswick 35 94 1 0 

Newfoundland & Labrador 27 44 2 0 

Prince Edward Island 10 17 1 0 

Nunavut 4 1 0 0 

Northwest Territories 1 2 0 0 

Yukon 0 3 0 0 

Canada 1,219 2,257 75 14 

% Distribution 34.2 63.3 2.1 0.4 

(Statistics Canada) 
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Exhibit 3 – Revenues & Expenses: Fitness and Recreational Centres all Categories  

 Whole 
Industry 

Bottom 
Quartile 
(25%) 

Lwr Mid 
Quartile 
(25%) 

Up Mid 
Quartile 
(25%) 

Top 
Quartile 
(25%) 

% 
Businesses 
Reporting 

Number of businesses 4,789      

Revenue range       

Low ($000) 30 30 61 125 311  

High($000) 5,000 61 125 311 5,000  

Revenues & Expenditures ($000) Averages 

Total revenue 312.0 43.3 89.5 197.9 917.2 100.0 

Sales of goods & services N/A N/A N/A N/A N/A N/A 

All other revenues N/A N/A N/A N/A N/A N/A 

Cost of sales (direct expenses) 31.6 2.9 8.1 23.0 92.4 44.4 

Wages & benefits 10.0 .04 1.6 6.0 32.1 10.4 

Purchases: materials &subcontracts 21.5 2.5 6.4 17.0 60.3 43.5 

Opening inventory 1.0 0.2 0.5 1.1 2.3 11.4 

Closing inventory 1.0 0.2 0.5 1.1 2.3 11.6 

Operating expenses (indirect) 253.7 30.7 71.5 160.0 752.4 97.8 

Labour & commissions 84.7 3.3 14.1 44.7 276.7 61.1 

Amortization & depletion 19.2 2.4 5.1 11.5 57.9 75.0 

Repairs & maintenance 11.5 0.9 2.1 5.6 37.5 67.7 

Utilities and communication 12.9 2.1 4.2 8.8 36.4 87.5 

Rent 52.0 8.2 19.5 41.0 139.2 76.8 

Interest & bank charges 5.6 0.6 1.5 3.4 16.8 68.3 

Professional & business fees 11.2 1.5 3.4 7.0 32.7 85.4 

Advertising & Promotion 9.1 1.6 3.5 6.1 25.1 82.9 

Delivery, shipping and warehouse 0.1 0.0 0.1 0.1 0.3 11.8 

Insurance 3.3 0.8 1.5 2.8 8.3 74.3 

Other expenses 44.1 9.4 16.5 29.1 121.5 97.1 

Total expenses 285.2 33.6 79.6 183.0 844.8 97.8 

Net profit/loss 26.8 9.7 9.9 15.0 72.4 99.9 

(Statistics Canada) 

 

Exhibit 4 – Worldwide Fitness Trends for 2017 

Rank  Rank  

1 Wearable technology 11 Fitness programs for older adults 

2 Body weight training 12 Functional fitness 

3 High-intensity interval training 13 Outdoor activities 

4 
Educated, certified, and experienced 
fitness professionals 

14 Group personal training 

5 Strength training 15 Wellness coaching 

6 Group training 16 Worksite health promotion 

7 Exercise is Medicine® 17 Smartphone exercise apps 

8 Yoga 18 Outcome measurements 

9 Personal training 19 Circuit training 

10 Exercise and weight loss 20 Flexibility and mobility rollers 

(Thompson) 

 

 



 

10 
 

Exhibit 5 – CrossFit Box Ranking 

 

Monthly CrossFit Stasis Income Statement compared to Global Box Benchmarks 
($CDN)   

      

 

CrossFit 
Stasis 
Victoria Small Medium Large Leaders 

Revenue      
Memberships*  $     14,000   $    3,456   $    8,728   $   22,070   $    22,782  

Drop-Ins  $             52   $         37   $       132   $        148   $         148  

Merchandise  $           248   $       157   $       493   $     1,016   $      1,016  

Events  $           278   $        28   $         66   $        462   $         462  

Other  $              45   $      162   $       330   $        621   $         621  

Total Revenue  $      14,623   $   3,839   $   9,750   $  24,317   $    25,029  

      

Expenses      
Rent/Mortgage**  $       4,500   $   1,724   $    2,874   $      5,874   $     5,417  

Payroll***  $       4,900   $      891   $    2,679   $     7,419   $     6,850  

Utilities and Building Expenses  $          550   $      212   $       352   $         831   $         702  

Products, supplements and apparel  $          850   $      106   $       278   $         582   $         563  

Affiliate and professional fees  $          520   $      277   $       295   $         504   $         477  

Marketing expenses  $          350   $        69   $       146   $         231   $         226  
Marketing expenses as a percentage of 
revenue             2.4%         1.8%         1.5%           1.0%           0.9% 

All other expenses  $           852   $      230   $       453   $      1,234   $         947  

Total Expenses  $     12,522   $   3,508   $    7,077   $    16,675   $    15,182  

      

Profit  $   2,101   $  331   $ 2,673   $   7,642   $   9,847  

Profit as a percentage of revenue 14.4% 8.6% 27.4% 31.4% 39.3% 

      
* 100 members averaging $140 per 
month      
** New 4,000 sq. ft. facility      
***7 coaches at $35/hr working 20   
       hours/week      
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Exhibit 6 – CrossFit Locations in Victoria 

 

(Google Maps) 

 

Exhibit 7 – Inside a Typical CrossFit Gym 

 

( Inside The Affiliate) 
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Exhibit 8 – Demographics of CrossFit 

 

 

 

(CrossFit) 

Exhibit 9 – CrossFit Corporately Sponsored Discussion Board 

 

Male:Female split

More than half have household income greater than this

Have children

Identify their ethnicity as white

Have post graduate degrees

0 5 10 15 20 25 30 35 40 45 50

Under 18
18 - 24
25 - 34
35 - 44
45 - 54
55 - 64

65 +

Age Range

50:50 

$150K 

59% 

86% 

40% 
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Exhibit 8 – Sample Marketing Costs 

Website 

 Type Cost 

Website redesign One time $3,000 

Content management –  done by a paid service Monthly $50 - $100 

Content management –  done in-house Monthly 0 

Ongoing domain registration and site hosting Monthly $     20 

 

Online Marketing 

 Type Cost 

Google Adwords Monthly variable $     50 

YouTube video ads (avg 20 cents per view) Monthly variable $     20 

Creation of YouTube video – done by a professional Each $   500 

Creation of YouTube video – done in-house Each 0 

 

Traditional Media   

 Type Cost 
Three fold flyer design and printing Per 100 $    20 

Poster design and printing Per 100 $    60 

Radio 30 second ad campaign Monthly $500 -  $1,000 

 

Exhibit 9 – Types of YouTube Ads 

A typical campaign that uses a mix averages 20 cents per view. Ads can be targeted very 

precisely on a large number of criteria including geography, interests and lifestyle. 

 

 

 

 

 

 

In-search  

Ad shows up 

above the 

YouTube search 

results. 

In-slate 

Ad shows up in the 

suggested videos 

after your video 

ended. 

In-stream  

Ad plays before 

you can watch 

your video. 

In-display 

Ad shows up on 

the suggested 

videos beside the 

video you are 

watching. 

10₵ per view                                                    20₵ per view average                                       30₵ per view 
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(Alleger) 
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