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1. Find your videos

2. Set up

3. Listen to question

4. Recap

5. Create your plan

6. Present your plan

7. Stop and study

8. Reinforce

1.  Set up

2.  Present the case question

3.  Recap

4.  Create your plan

5.  Present your plan

6.  Stop and study

7.  Reinforce
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Fitness Xtreme
Naperville, Illinois, US

Fitness Xtreme, land of the lean and limber, needs to go on a diet.  
Membership fees are down and management is eyeing its costs.  
should the trainers get the axe?

N A P e R V I L L e  C I t y  FAC ts

 P  Rated as a Top 10 
Best Places to Live in 
America 3 times by 
Money Magazine

 P  Home to multiple 
high-tech companies 
like the BP North 
American Chemical 
Headquarters, Nalco 
Holding Company, 
Tellabes, and Alcatel-
Lucent

 P  A thriving downtown 
anchored by a 
Riverwalk with 
fountains and bridges, 
and one of the world’s 
only 6-octave carillons 
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Interview Guide Feedback

Case situation and Question
Fitness Xtreme, a mega-gym located in the Midwest, offers its members 45,000 square 
feet of indoor fitness: state of the art equipment, multiple gymnasiums, dance studios, 
racquet ball courts, a climbing wall, swimming pools, on-site child care, and a healthy 
fare café. They even have a day spa on site! In the wake of a recent economic slowdown 
and waning memberships, it has been difficult to keep such a monstrosity functioning 
profitably. As a result, management is looking to cut costs. They are eyeing the personal 
training staff. Half the management team thinks they offer little benefit to members, while 
the other half believes that they are critical to Fitness Xtreme’s value proposition.
What should FX do?

Case twist
How would you change your answer if trainers were 
100% busy with new member sessions and private 
sessions?
What is the most effective way to get data supporting 
the true value of the trainers?

Intro Facts  (Tell the Candidate if Asked) Key Insights (Do Not Tell the Candidate) Mid-case Data (Tell Only at Appropriate Time)

Cost containment: Management is leery of 
making too many cutbacks for fear of losing 
members.

economic outlook: The economy seems to be 
improving.  Many experts predict a recovery 
in the next six to twelve months.  Gym 
memberships typically rise and fall in line with 
the economy. 

member opinions: There is no data on what 
members think of the trainers.

Competitors: FX is the only mega-gym of its kind 
within 20 miles.

General tips: This is a fun case because it 
involves something everyone understands (fit-
ness) and something many often wonder about 
(do fitness trainers add any value?).

look to see if your candidate could ballpark 
the numbers quickly (e.g. costs are ~$7M, rev-
enue is about ~$10M) before diving deep.  it is 
a valuable skill, and critical for finishing cases 
on time.

trainers are a break-even proposition. Trainers 
are barely paying for themselves.  Without 
changing their salary structure, we know that 
their value lies in attracting/retaining members, 
not generating revenue.

Few members use personal training.  Trainers 
perform 900 (18 trainers x 2.5 sessions x 20 
working days) sessions per month.  since the 
average trainee meets 2X per month, 450 differ-
ent people are being trained.  That’s less than 
5% of the 14,000 membership base. 

to be valuable, trainers must be offering other 
intrinsic value. Trainers could be adding value 
by attracting new customers or by giving tips 
throughout the day that the members appreci-
ate.  You do not have any data to show whether 
or not they are providing a service that draws 
or keeps members, but it would make a good 
discussion toward the end of the interview.

In this case you will read the Interviewer Data 
Guide.  to draw the Candidate out, ask a few 
of these questions:

“What kind of data would you need to best 
understand the potential trainer cuts?”

“What specifically would you be looking for with 
revenue data?”

“What cost information would be most relevant 
to you?”

“What other data would you need to support 
your analysis?”

Is management focused on the right area? 
Refer to the bar charts in the Handout and 
Data Guide.

lease Payments is the largest cost category. 
assume it’s a fixed cost.

employee salaries is the next largest area, so 
management is right to focus there.

Trainer salaries is the largest item within salary 
Costs, and there is no guarantee that they are 
helping to retain or attract members. We could 
also look at sales staff, but since memberships 
are down we don’t want to reduce in that 
category.

Note that membership dues comprise 80% of 
revenue. Training fees contribute only 7%.

Fitness Xtreme 
Naperville, Illinois, US

Physical skills Weak  strong

Body Language a 2 3
Verbal a 2 3
Listening a 2 3
thinking skills

Hypothesis Generation a 2 3
Comfort with Ambiguity a 2 3 
Initial Plan & Output a 2 3 
Data Analysis a 2 3 
Basic Business Intuition a 2 3 
Integration a 2 3 
2nd Level Insights a 2 3 
Creativity a 2 3 

Total Score ————— / 33
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Case Flow and Milestones

1 Present Main Question

Candidate takes notes, asks 
for a minute, forms a plan and 
presents it.

2 Answer Any Basics

This case has no handouts, so 
be prepared to give quite a bit of 
information.

3 Ask for Clarification

Be sure to make him explain 
anything you do not fully 
understand. You might ask: “Tell 
me more about this area (you 
choose). What are you thinking 
about here?” Or, “Tell me how 
the parts of your structure link to 
each other.”

4 Guide Discussion

To understand the significance of 
any cost reduction, it is important 
to understand the full revenue 
& cost structure of the company. 
Ask the Candidate what kind 
of data he wants, and then 
read the data to him from the 
Interviewer’s Data Guide.

Handout and Data Guide

 S We’ve discussed costs. How do you determine where to 
cut?

 P Look at the largest buckets and the ones that are the most 
controllable.

 P In this case, lease payments are large but hard to change. 
Salaries are easier to change, but cutting them can be 
complicated.

 S What value would revenue data give you?

 P By understanding where FX makes money, we can see how 
cost cuts would have an impact.

 P In this case, membership fees comprise 80% of revenue; 
training comprises less than 10%.

 S What additional data would you like to see?

 S How can you make your answer more quantitative?

Questions to Keep things on trackRe-routers

s

W e

N

5 Get Recommendation

See Additional Info below for the 
major insights.
Consider asking these questions if 
you have more time:
	 •	 	“Do	you	think	Fitness	Xtreme	

needs to offer this many 
amenities to be successful?”

	 •	 	“What	is	your	80/20	hunch	
about the fastest way to boost 
membership?”

A few 100% bar charts can help keep the data organized.

Xtreme CaféRevenue in 
Percent

Costs in 
Percent

Café

$9.6m $6.75m $1.8m

Classes

Personal training

sPA

membership  
Dues / Fees spa

Lease Payments

trainers

Internal Maintenance 
and Parts

spa/Beauty
employee 

salaries

sales staff

Other

Full-time Admin

Outsourced Maintenance

Part-time  
Admin

maintenance

total Fitness Xtreme
Annual Revenue 

total Fitness Xtreme
Annual Costs

Annual 
salary Costs

100%

80

60

40

20

0

100%

80

60

40

20

0
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Additional study Using the FRAme method 1.   start in Zone 2, Operations, Costs. 
First, understand the size of the cost bar 
and how it relates in proportionally to 
the revenue line.  in general, personnel 
costs will be variable, but FX may 
believe it needs a “fixed” or minimum 
set of trainers to do well.

2.   move to Zone 3, Organization, 
People. Understand the structure of 
the training staff; then discuss how FX 
might restructure the staff and their 
schedules.  relate these new ideas back 
to the costs.

3.   move to Zone 2, Operations, 
Revenue. How would changes to the 
cost bar impact total revenue?  Would 
there be a dip in revenues because 
the overall “quality of the gym” has 
declined?  Would current members 
miss having the staff available for 
personal training and join another 
gym?  Would potential members decide 
against joining FX if personal training is 
unavailable?

A - Anchor a Hypothesis
What were your thoughts here? If you are new to forming a hunch, try one of 
these simple options below. Pay close attention to the data, though, as your 
hunch may be wrong.

Keep the Trainers

“ Trainers can’t cost that much and it is likely that they earn their keep through 
special member charges.”

Cut the Trainers

“ In my own experience, I never see the trainers adding all that much value.  It is 
unlikely that they are used often, and it does seem that there might be some 
savings potential.”

Optimize the Trainers

“ Keeping or cutting is too black and white. I think there are some inefficiencies 
that we can remove. Also, I think there are benefits to having the 
trainers on-site as they often help train new members and lend an air of 
professionalism to the gym.”

e - end the Case
“Our	investment	in	trainers	today	represents	about	10%	of	our	overall	costs,	but	
provides little more than break-even revenue. The real question is whether they 
are providing some intrinsic value that, when removed, would hurt our revenue.  
For	instance,	if	all	450	members	being	trained	in	one-on-one	sessions	left,	we’d	
lose	about	3%	of	our	annual	revenue.	Since	trainers	are	only	utilized	two-thirds	of	
the time, we could reduce the staff by a third, saving a quarter million in annual 
revenue. Another idea would be to boost revenue and loyalty by giving away their 
time or discounting the hourly rate. I recommend we explore these two options.”

M—mine for the Answer
What kind of questions did you ask? Even though the categories are simple, there are 
all kinds of questions that you can ask. Consider the following:

Costs Revenue Hybrid solution
  What does the total 

cost bar look like? 
Total annual costs are 
$6.75M.

  What portion of costs 
do the trainers’ salaries 
represent?
Trainer salaries are 9% of 
total costs.

  How much of the cost 
is for full-time salaries 
and how much is for 
part-time salaries?
All the trainer salaries are 
full-time at this point.

  At what point will train-
ers leave due to salary 
cuts?
Most of the trainers are 
looking to make at least 
$30K per year.

   What is membership 
revenue?
Total annual revenue is 
$9.5M.

   What portion of it is 
tied to using a personal 
trainer?
Personal trainer fees 
amount to 9% of the total 
revenue.

   What do we know about 
members and their use 
of trainers?
Some members are heavy 
users while others never 
use trainers. All members 
get one free session with a 
trainer when they join.

   How many members 
would leave the gym if 
trainers were no longer 
available?
We don’t have data on how 
many may potentially leave 
the gym.

   What portion of the 
trainer’s time is unused?
Trainers on average have 
only two appointments 
per day (20 days out of the 
month).

   If we reduce the number 
of trainers could we still 
meet demand?
It would be easy to meet 
demand with a reduced 
number of trainers.

   What risk is there to 
having fewer, higher 
quality trainers?
Little risk since there are 
so many trainers who are 
unutilized.

F – Form a Plan

D/e

Zone 1

Zone 2

Zone 3
Zone 4

Zone 5

Strategy

Operations

Organization
Finance

CASH

Fixed
Variable

People

Systems Measure

Processes

Volume
Price

Customer

R

C <

<

mVm™

3

2

1
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Post Case Review My Takeaways

To build skills and improve, you must 
apply what you learned to future 
cases. Take a few moments and review 
the interviewer feedback and jot 
down some key insights about your 
performance in the space below. 

Thinking Skills

My top 2 strengths are:

My top 2 soft spots are:

To address these problems I’ll begin to:

F Form A Plan R Read My Audience A Anchor a Hypothesis m  Mine for Answers e End the Case

My Per formance During the Case        A d d  u p  y o u r  p o i n t s .   To t a l  S c o r e :  ——————   /15

 ¡3  Structured, clean

 ¡2   Somewhat	organized	and	
logical

 ¡1    Messy, overlapping ideas

points
 ¡3   Good back & forth, caught clues

 ¡2     Awkward, trouble with 
interviewer style

 ¡1     Interviewer not interested, 
couldn’t follow

points

 ¡3   Solid hunch, pursued clue

 ¡2    Partial direction

 ¡1       No hypothesis at all

points

 ¡3   Specific questions, solid analysis

 ¡2    Missed some questions, some 
math mistakes

 ¡1       Vague questions, weak math,  
no linkages

points

 ¡3   Used facts and data, connected 
the dots

 ¡2    Some data, mostly understood 
connections

 ¡1       No data, no passion,  
no connections

points

F Form A Plan R Read My Audience A Anchor a Hypothesis m  Mine for Answers e End the Case

My Per formance During the Case        A d d  u p  y o u r  p o i n t s .   To t a l  S c o r e :  ——————   /15

c Structured, clean

b	Somewhat	organized	and	logical

a  Messy, overlapping ideas

points
c  Good back & forth, caught clues

b  Awkward, trouble with 
interviewer style

 a  Interviewer not interested, 
couldn’t follow

points
c Solid hunch, pursued clue

 b   Partial direction

a No hypothesis at all

points
c Specific questions, solid analysis

b  Missed some questions, some 
math mistakes

a  Vague questions, weak math,  
no linkages

points
c  Used facts and data, connected 

the dots

 b   Some data, mostly understood 
connections

a      No data, no passion,  
no connections

points

Case Insights & takeaways

•	 	Since	trainers	may	not	be	a	stand-alone	profit	center,	you	had	to	think	about	
whether they are valuable in other ways.  are they offering free help, cleaning 
equipment or being used as part of any promotions to members?

•	 	Cutting	the	trainers	completely	did	not	save	enough	to	be	significant.		On	
every case, look at revenue increases or cost savings in comparison to the 
overall size of the company.

math & Logic tips

•	 	When	faced	with	a	difficult	to	measure	question,	like	“Are	trainers	valuable?”,	
look to measure usage. see additional info Quick insight for a calculation you 
could have done.

•	 	This	“data	dump”	case	literally	had	the	interviewer	dumping	data	on	your	head.		
staying organized with small charts will help you keep it all straight. Don’t 
worry if you can’t make your charts to the right proportion. even a “rough” 
version will help you ask better follow-up questions.

What to expect with Cases Like these

•	 	This	case	started	with	a	very	specific	question	and	stayed	on	that	topic.		If	you	
want to structure your initial plan with broader areas, like revenue growth 
or member expansion, do that after you address the interviewer’s specific 
questions (trainer costs in this case).

•	 	Estimate	your	math	whenever	possible.
•	 	As	you	do	the	math,	note	takeaways	that	you	want	to	use	in	your	conclusion.		

Put a circle around the key facts for quick retrieval at the end.

Fitness Xtreme 
Naperville, Illinois, US
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Interviewer’s Data Guide

There is a lot of information to 
give, so it is likely that you’ll 
need to give it in pieces. all of 
the data is necessary, so if the 
candidate does not ask for it you 
may have to eventually give it. 
in each section, try to have the 
Candidate think through what 
data he needs before you give 
it. You should ask questions like, 
“What data would be relevant 
here?” 

monthly membership

14,000 members x $110 
(average of monthly and 
start-up fees / 2.5 (ratio to 
account for families with 
kids)
= $616,000

Personal trainers

18 trainers x $60 per  
session x 2.5 sessions per 
day x 20 average working 
days per month
= $54,000

Average Daily trainer Activities:

one-on-one sessions 2.5 hours 31%  (sessions booked by 
member, $60 per hour)

introductory sessions 3 hours  38%  (free to new member, 
may build trainer’s 
book)

“Walking the aisles” 2.5 hours  31%  (no set duties; lending 
ad hoc assistance to 
members)

table 1        Cost Data (monthly)
Employee salaries $150,000 (includes trainers and others, more detail below)

Internal maintenance & parts $50,000 (repair of exercise machines, infrastructure, etc.)

Outsourced maintenance $25 000 (landscaping, HVAC, paving, etc .)

Xtreme Café food $12,000 (light fare ingredients and packaged foods)

Lease payments $275,000 (long-term, non-negotiable)

Other $50,000 (miscellaneous costs like new towels)

Total $562,000 

table 2        Revenue Data (monthly)
Memberships $616,000 (initial fee and monthly)

Xtreme Café $30,000  

Spa/ Beauty Treatments $60,000  

Family/ Individual Classes $35,000  

Personal Training $54,000 (see detail below)

Total $795,000

table 3        salary Cost Breakdown (monthly)
Trainers  $52,500   (18 full-time x 35k)

Maintenance  $23,333   (8 full-time x 35k)

Spa/ Beauty  $30,000  (8 full time x 45k*) *includes tips

Part-time Admin  $31,250   (15 part-time x 25k)

Full-time Admin  $28,000 (7 full-time x 48k)

Sales Staff  $37,500  (15 part-time x 30k)

Total  $202,583

Key Variables

w w w . m b a c a s e . c o m 6
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1. Zone out your paper

2. Be original with your data

3. Take clean and simple notes

4. leave ample room for a structure and additional notes as the case progresses

Today’s date:

1. Zone out your paper

2. Be original with your data

3. Take clean and simple notes

4. leave ample room for a structure and additional notes as the case progresses
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    Fitness Xtreme My Initial Plan and Output
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Fitness Xtreme Potential Plan and Output

Voiceover
“I’d like to approach this problem from several angles. First, let’s 

review the costs and find out what kind of savings would be achieved by 
eliminating the trainers. They may be a small category and we’ll need to 
look at other cost cutting. Next, I would like to understand the structure 
of the team and see if there are any win/win solutions to keeping people 
while still reducing costs. We might be able to realign their activities around 
attracting new members for example. Third, management is concerned 
about declining membership and total revenue. We should try to gauge 
the revenue impact of our decision and see if removing trainers would hurt 
revenue. Finally, it would be good to check on the competitors and industry 
standards for trainers. To get started do you have any data in the cost area?”

Rev - ?

Costs - ?

Profit Margin - 

Goal :  cut costs

Profit issue!

•  Fitness Extreme / Midwest / big

•  45k sq. ft. 

•  state of art / gym / dance

•  raq ball / climb / swim

•  day care, food

•  spa

•  econ slowdown - profit down

•  50/50 - cut or keep trainers

Costs Organization , People Revenue Competitors

What are total costs?

How do trainer costs 

compare as a percent?

Are they varying due 

to usage or are they 

fixed?

How are the trainers 

structured?

What do they do to 

gain business?  Are 

they fully utilized?

Can we structure 

their schedules to 

optimize usages and 

benefit to the gym?

What is the total 

revenue for the gym?

If trainers are 

removed, how much 

will revenue drop?

Would members not 

join if trainers were 

not there?

Do they have 

trainers?

Do we need them to 

match status and 

overall offerings?

Are there industry 

approaches we are 

not using?

HUNCH:  day to day 

activities need to 

be changed.  Likely 

underutilized.

Should trainers be cut?

additional study: For more questions to 
consider, review section 13: roadmaps.Click or scan Qr to see video.
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