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Master techniques to excel and grow your martial arts business.

Master techniques and attributes to become an exceptional instructor.

Master the art of mentorship.

This book is a comprehensive guide for martial arts school owners, managers, and instructors. The techniques shared will explain the fundamental strategies of day to day business operations and explain how to create, plan, and execute long term business goals.
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Introduction

This book contains a collection of my memories and experiences as a manager on the Las Vegas Strip spanning two decades. This book also contains a collection of my personal experiences dealing with other managers and more importantly martial arts schools, school owners, and their instructors.

I have been blessed over the years with some phenomenal examples of leadership. During my tutelage under their direct leadership I was able to observe and implement many of their leadership techniques and attributes.

Unfortunately, I like most people have also been the recipient of poor management and have witnessed fellow coworkers receive tyrannical and vulgar dictates from those who were entrusted to lead. There is absolutely no excuse to treat people with indignity for any reason. Managers who choose the higher path and become mentors, mediators, and service oriented will accomplish what others deem impossible.

Along with the management of people the building itself will require meticulous attention to detail if you wish to stand out from the competition. The smallest details in the design including the business layout have the power to make or break the business. From potential liabilities and functionality to pure aesthetics in the business design indeed matter. I have personally witnessed several martial arts schools fail and I believe the design failures were a contributing factor.

Overview

The school layout is one of the most vital aspects of any martial arts business. An inferior floor plan can hinder the schools daily operations and even dissuade potential students from signing up at your facility. People have a preconceived notion of what a martial arts school should look like. Some folks may even visit your school after hours and peer through the windows. By peering through the windows after hours they are able to gather some information about you, the school layout, and other vital intel listed below.

1. Does the school look professional?

2. Does it look like the school has a lot of students? (This subliminally suggests the quality of the instructors.)

3. Does the school take pride in cleanliness and order?

4. Does the school look inviting and friendly?

5. Does the school look structured in all things?

These are just a few examples of what a potential client can learn before stepping through the door.

It is equally important to have proper signage and information on the outside of your building. By utilizing the window and door space you have the ability to convey a massive amount of information. Always include a copy of the class schedule on the window or door. This allows the passerby to envision times they are available and able to join the class. When people are presented with firm information on schedules they will have the ability to fit you into their existing schedule or rearrange their schedule to fit into yours.

The window decals should also include WHO - WHAT - WHEN. The information you wish to convey should be as visual as possible. For example if your schools main focus is instructing youth the window decals should feature children in the act of learning. Use a few impactful words to enhance each image. If you feature discipline as a focal point, one of the window decals could be children standing in the same pose. Above or below the image in bold print should read LEARN DISCIPLINE, see ( EXAMPLE 1). Another image could be two kids bowing and the caption could read RESPECT, see (EXAMPLE 2). Most importantly stick to a single theme that fits your school's objectives. Always use a single font that is bold and easy to read. If your message becomes convoluted with mixed messages people will become confused.

Confusion creates apathy and in turn apathy leads to failure of action. When creating your outside messaging use window decals that are produced like sunscreens. These sunscreen style decals provide a two way view through the window yet offer beautiful and professional advertising. Never use window paint because it can look unprofessional and prohibit visibility through the windows and door. Use colors and a font that are bold,and be sure not to make them overbearing compared to your surroundings. Strive to create messaging that is creative, informative, and inviting. The outside messaging should create a smooth transition to your inside space. The inside and outside of your building should feel as though they are one in purpose. There should be a natural flow from the outside to the inside of your business.
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Traffic Flow and Walkways

Proper traffic flow is fundamental to the success of any populated area. Anything that impedes the traffic flow areas in your building will create dysfunction. Any dysfunction in a business can lead to business failure if not corrected. People need direction and enough space so they can move freely. It is imperative to provide clear unobstructed pathways throughout your facility. This can only be accomplished when you prioritize designated areas of activity.

Martial arts schools have a distinct purpose of education and skill building through activity. Along with education at the facility there are other activities that will accompany the business. Such activities include the audience, restroom, retail, and meetings. Your traffic flow areas need to accommodate all of these activities without interrupting the main activity of teaching martial arts.

There should be at least one main walkway from the front of the studio to the rear of the studio. One of the largest areas of congregation will happen in the entryway. It is important to provide a large open space for this area. Another area that is prone to congestion is around the reception desk. This area usually doubles as a retail and register area as well. Because the entryway and reception / register areas are both prone to congestion they should be located in the same area. This will help mitigate traffic blockage to one area. If your school has a front desk attendant, train them how to control and eliminate traffic blockage.

The main walkway should provide enough room so two people walking in opposite directions can pass by each other with ease. Many martial arts schools are tasked with laying out the school with minimal square footage. This is why it is imperative to provide one main walkway from the front of the school to the rear of the school. To help alleviate stress on a small footprint utilize vertical storage. Small studios are replete with space and congestion challenges that can become problematic. However, one main walkway accompanied with a large entryway and vertical storage will help eliminate the majority of congestion in a small studio, see ( EXAMPLE 3).

Add visible signage informing everyone to keep the walkways clear. Make it a priority to explain to your guests and students the importance of keeping the walkways clear. It is a safety requirement that you provide each guest with clear walkways and free mobility. Second, continual congestion will disrupt your lessons. When students are continually disrupted their martial arts growth will stagnate and you run the risk of losing students due to lack of progression.
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Storage Space

To acquire free mobility in a building it must be free of clutter. Storage and order are of the utmost importance to safety, cleanliness, and the productivity of your business. Unfortunately far too many people do not place enough priority on this area prior to the construction of the business. It becomes an afterthought when they begin to jam a ton of stuff into a small space. Sadly this will lead to two conclusions. One, what to keep and what can be eliminated. Two, how to fit all of the items into a small space with the least amount of clutter as possible. This approach will always bring a level of dysfunction to your business. Clutter of any kind is extremely unprofessional and can become a safety issue. Clutter if left unattended can potentially hinder your lessons.

Most martial arts schools will have lessons back to back. When students and instructors lack necessary storage space they will be forced to stuff equipment into random areas. This approach wastes valuable time, and that time will come from the succeeding class. If the issue is left unchanged the school will be forced to provide additional time between classes to allow for clean up.

Plan on providing storage for distinct categories. You should provide at least five designated areas of storage. These areas should include - retail, office, restroom / cleaning supplies, class equipment, and student storage space.

I have personally trained at several schools that lacked student storage. All of the students were forced to leave their bags, car keys, wallets, and water on the floor. There are two major issues with not providing students with a designated storage area. One, it is a safety issue to leave any items on the floor and unattended. Thus in turn, this actually becomes a liability issue. Two, all of our belongings were heaped together in a single pile. This allowed access to anyone's personal items at any time. When students are participating in class they should not have to worry about their belongings being secure. Student storage should be partitioned off from public access, yet accessible to the student during class. Martial arts students will need to access their equipment and water during each class. See example four and the highlighted storage areas.
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Each storage area should be brightly labeled informing others what is stored in that particular area. This small step will add to the efficiency of the day to day operations. As students become leaders in your school, they will grow in confidence to help maintain and run the school. When students are aware of where items belong you will find them pitching in to clean up without being asked.

Entryway / Reception Area / Front Desk

Fundamentally the entryway to your establishment becomes a porthole into your mission and operation. The second people set foot through the front door you want them to envision belonging to your school. The entryway needs enough space for potential clients to pause and take in the new surroundings. If the entryway lacks proper space potential clients can feel out of place. This can happen for a few reasons including some listed below.

1. They may feel as though they are in the way. This feeling can intensify if others have to ask them to move to pass by.

2. Inadequate space can cause feelings of claustrophobia especially in new surroundings.

3. Lack of space may be interpreted as disorganization.

4. It may feel as though the school is too busy to give each student adequate attention.

Even though the entryway should be free from clutter, it should not be void of information and personality. The entryway should be inviting and designed in a way that draws people in. Their imagination should kick into overdrive the second they walk through the door. The potential client should be able to envision themselves on the mats performing with fellow students. You may be wondering how this can be accomplished with only the entryway. Let's explore how this can be accomplished.

	Utilize an open floor plan. The potential client should be able to see the entire studio. They should see the mats, equipment, and a lesson in progress. By utilizing an open floor plan they will be able to see themselves on the mats, using the equipment, and learning with fellow students.

	Display signage and information in the entryway. Post class times and upcoming events. Feature current students on posters or banners. Feature key attributes your school instills in the students such as focus, honor, respect, loyalty, discipline.


The entryway should have school information readily available in the form of QR codes and flyers. Some people who visit your establishment may be shy and uneasy when it comes to interacting with strangers. Having information displayed and available to the public will be a great help for guests. It also allows the guest to take action and investigate the information presented. The pamphlet and QR codes should include class times, a basic pricing guide, and a general curriculum outline. You may want to publish a weekly or monthly newsletter featuring student and school achievements, upcoming events, sports or community highlights, et c. The idea is to provide information in writing so potential clients walk away with something physical in their hands.

The entryway is a great place for you to observe the potential client. Be careful not to bombard the guest immediately after entering the studio. Allow them some time to become oriented in the new surroundings. At the same time never leave the guest unattended for an extended period of time. This brief period should be a time of mutual observance.

The front desk attendant will play a key role in greeting the new client. Train the front desk attendant to greet each person in a friendly and timely manner. Some smaller studios are not afforded the opportunity to hire a receptionist. If this is the case in your school, prepare in advance how the instructor on duty should exit the lesson to address the guest. Keep in mind the potential client may be shy and easily overwhelmed. Never draw the class's attention to the guest. If a ton of new people turn and stare at them it could cause them anxiety and subsequently they may leave. Always make friendly eye contact with them to acknowledge their presence. At an appropriate time exit the mat and introduce yourself. At times you may be the only employee on duty and need to return to the lesson. When this occurs, invite the guest to stay and watch the lesson in progress. Periodically exit the mat and return to the guest and answer any questions they may have. If your school has a receptionist, teach them how to address and greet each client in a professional manner. The front desk attendant should be well versed and able to answer any questions about the school's policies, schedules, curriculum, and general cost of service.

This level of professionalism applies to phone calls as well. Always try to answer the phone before or at the third ring. When an employee answers the phone, professional guidelines your company has set should be followed with precision. Basic protocol could include the following when answering the phone.

	Thank you for calling ( business name), or this is ( business name).

	This is ( employee name) and employee title if applicable. How may I help you?

	Answer all of the caller's questions in a professional manner.


( At the conclusion of the call)

	If a meeting has been set, clearly restate the meeting time, place, date, and company phone number.

	At the conclusion of the call thank them and tell them you look forward to seeing them. End each call by telling them to have a nice morning, day, or evening.


Occasionally you may receive a harsh phone call. Always remain calm, professional, and polite if this occurs. Many terrible situations have been defused with empathy and kindness. Remember, when someone calls or walks through your door they harbor a level of interest in your business. Beware, interest can quickly turn into disinterest when the client is ignored or improperly greeted.

Not only an employee's attitude has the ability to dissuade a potential client. The appearance of the school itself has potential to gain or turn away potential students. The order and cleanliness of the school is a reflection of the value you place on your business and the type of service you provide the community. Make it a priority to establish habits of cleanliness and order throughout the entire facility. Your entryway will set the mood and atmosphere for the school as a whole. Eliminate all clutter, trash, excessive supplies, and personal items from this area.

The front desk attendant should have all the necessary supplies to perform their duties without having to leave their desk. Such items may include the following listed below.

	Pamphlets, price guide, class schedules, contracts, general school information.

	Tender for payments received, receipts, machine to accept card payments.

	Pens, business cards, etc.


All of the items should be readily available and stored in their designated area. The top of the reception desk / register should house only the computer, phone, business cards, pens, and limited retail items. Eliminate all personal items from this area. Allowing personal items in this area is extremely unprofessional and puts the employees personal items at risk for theft or damage.

Retail Space

We will briefly touch on the retail space in this chapter because it will fundamentally affect the layout of the school. An entire chapter will be dedicated to this vital aspect of a martial arts business subsequently. The retail section of your school should be located behind or close to the reception desk. Far too many martial arts school owners overlook the retail space during the planning and construction phase. Many of these folks become over zealous about becoming a full time instructor and their own boss. However, it is necessary to understand this aspect of the business requires adequate planning to become a productive revenue generating system for your company.

The retail store should have a prioritized and dedicated location with adequate storage for retail overflow. The retail section in your school should house and display most of the retail items, although there will be times in which you may display retail in another highly visible location. This is generally done to feature new retail items or items on sale. By relocating the item to a new location in a highly visible area it will generate maximum curiosity and create additional sales.

Two main aspects of retail in a martial arts school need to be considered when planning and constructing the school.

	The permanent retail location.

	The location designated for retail overflow storage.


Most martial arts school owners will be practitioners of the art. This will give the school owner an advantage of what retail items should be on hand and readily available for sale. Such items may include protective gear, uniforms, and literature. A martial arts practitioner will have knowledge of the general sizes of these items. This trade information will aid the designer in the retail layout and construction. You will also need to prepare space for unforeseen items that will be displayed and sold in the future. Such items may include training equipment, new exercise gadgets, or holiday items. You will not have prior knowledge on the shape or size of the transitional items. However, you can prepare for such items in the planning and construction phase.

All retail items need to be properly stored away and secure. The last thing you want is the retail item you invested in to fall off the shelf and become a tripping hazard or get damaged. Proper planning of your retail investment will greatly reduce the potential for future lawsuits or loss of revenue. Make sure the displays you choose to house your retail are interchangeable in size and shape. The items you choose to sell are susceptible to change over time.

The second thing to consider when dealing with retail is the stock overflow storage area. Schools that have a larger footprint may have adequate space to house the stock overflow in the same location as the retail display location. An example of this would be glass display cases with locking drawers below. Some of the retail may be displayed on shelves behind the front desk with locking cabinets below the shelving. These two examples allow overflow of small items to be stored in the same location as the retail itself. When it comes to larger items such as equipment bags, free standing kick bags, or a plethora of other large equipment, additional storage may be required. A walk-in storage closet should provide enough storage capacity for these larger items. Whatever it is that you plan to sell, it is essential to plan in advance the retail location, retail layout, and the storage area required for retail.

Office Area

Never underestimate the power of providing a comfortable, quiet, distraction free conference area. A proper office space will provide your business with a greater level of professionalism than businesses who do not provide this necessary space. My family and I have personally trained at a few schools who lacked a private meeting area. All inquiries, contracts, and payments were handled amongst fellow patrons. I will always remember the feeling of uneasiness during these interactions. There are a multitude of reasons to provide a private office space. The top ten reasons are listed below.

	People like privacy when discussing contracts.

	Both the administrator and the client need a quiet distraction free zone to discuss what the school teaches, class schedules, ages of participants, and payment plans.

	The office will eliminate any potential for others to interrupt and join the conversation.

	Most people do not like to disclose their financial situation in front of others.

	The office will provide the one on one attention each client needs.

	The office will be used for potential, new, and existing clientele.

	The office will provide a distraction free zone for staff meetings.

	The office will provide a private area to discuss advancement opportunities for staff and students.

	The office will provide a private area to tally test scores away from the audience and students who participate in rank advancement testing.

	This space will also provide a private area for business meetings, and business calls thus eliminating any chance of eavesdropping.


We will now discuss the office configuration as it pertains to the school layout. With a background of nearly two decades as a martial artist and thirty years in the retail sector, I am partial to designing the school with all business activities on one side of the school and the workout area and audience on the other side. One main walkway should extend from the front of the school to the rear of the school dividing the business side from the workout / audience area.This configuration allows the students to participate in class without the distractions that accompany business. With this style of design layout it is best to place the office adjacent to the reception desk / retail store. If this is the design you choose, be sure to install two access doors to the office. One of the doors should be adjacent to the reception / retail area and the other door should face the mats for easy access if required. The office should be walled with two glass walls that have glass doors. One facing the mats and the other adjacent to the reception desk. This allows the on shift manager to see the entire facility while remaining in the office. Be sure to install curtains that can cover the glass walls and doors. This will allow privacy for the office when it is required.

The desk should be located along the back wall or the corner that is opposite the reception area. This configuration will grant the acting manager complete visibility to the mats and retail store simultaneously. Be sure to provide enough seating for a family to sit comfortably while discussing the school curriculum, payment plans, and contracts. This can be a lengthy process and you want them to be comfortable. Spend the extra money on comfortable chairs that are sturdy and high quality.

Be sure to include ample storage for the office. Utilize one of the non glass walls with floor to ceiling storage, this will provide ample storage with an ultra clean look. If your school has employees, provide employee lockers in this area.

The office should remain clean and clutter free giving you the ability to welcome guests without notice. All office supplies should be stored in designated locations that are labeled. The goal of this area is to provide a clean and professional conference area to conduct business.

Restroom Access

I spent twenty seven years working on the Las Vegas Strip. Casinos know that restrooms are a huge part of their persona. The restrooms receive as much attention as the carpet on the floors or the decor that adorns the walls. Casinos put forth the effort because they know each guest will use the restroom during their stay.

At one point I became so accustomed to the high class bathrooms at the high end casinos, I began to take them for granted. From marble floors and granite counter tops, to the self flushing toilets and automatic faucets. I became spoiled by the incredible amenities each casino offered. For years I never had to touch a paper towel dispenser because they dispensed automatically. Faucets turned on with a simple wave of the hand and soap gently dropped into your waiting hand beneath the dispenser. Although these things seem commonplace today they were futuristic over twenty years ago. When it came to class Las Vegas was at the top of the game. Casinos even provided full time bathroom attendants to ensure each bathroom was clean, well stocked, and in pristine condition. Imagine that, within a twenty four hour period each casino budgeted in three full time shifts solely to the restrooms. This is how important a well maintained bathroom is to a business and casinos know it.

I will never forget the time I left Las Vegas and landed in one of our southern states' airport hubs. At this point it had been years since I traveled east of Nevada and beyond the west coast. At this point my bathroom standards were pretty high. The first thing I needed to do upon landing was use the restroom before my connecting flight. The second I stepped into the restroom I became instantly repulsed by the lack of upkeep this international airport offered. I was completely taken back by the rust stained toilets, drippy faucets, and heavily worn linoleum floors. Instead of paper towel dispensers they provided one of those old fashioned cotton towel dispensers. That towel dispenser had to have been more than twenty years old. And yes, it was riddled with rust as well. For those who may not be familiar with this style of hand drying device I will explain it briefly. To use the dispenser you pull a small portion of clean towel down out of the towel dispenser to dry your hands. Unfortunately most of the time you end up touching the previous person's used, wet portion of the towel as you tug a new portion from the dispenser. As I stood there I had to remind myself that this was the National standard of upkeep and Las Vegas was cutting edge when it came to cleanliness and design. That was over twenty years ago and the memory is as vivid today as the event itself back in 2002.

Although you don't need marble floors and a full time bathroom attendant, there are some simple standards you will need to adhere to.

	Always provide a clean and clutter free bathroom.

	Construct the bathroom with non-slip flooring.

	Provide adequate storage for cleaning and bathroom supplies.

	The school may have extremely young guests. Install shorter toilets and sinks that are child friendly. Include a baby changing station.

	The restroom must be handicap accessible. Do your research and follow all handicap guidelines such as height of toilets and sink, railing, door size, etc.

	Be sure to include bright lighting in this area.


Above all keep in mind the restroom is a reflection of your business. Make it a priority to keep the restroom as clean and presentable as the rest of the facility. People will take notice if the restroom is dirty and out of date. Especially moms, they will not put up with their little ones using a dirty toilet or sink.

When you place high standards on the restroom your guests will as well. Likewise, when you do not prioritize and respect this area your guests will respond in a like manner. When you allow dirt to build up in the corners and the trash is overflowing some guests will begin to throw paper towels or toilet paper on the floor. It is imperative to keep your standards of cleanliness high. When you keep the standards of your facilities upkeep high others will as well. Even if their personal home cleanliness standards pale in comparison

Audience Viewing Area



	This area is designated for parents / siblings / and friends to observe a lesson in session comfortably and away from business operations.

	A passerby may become curious and wish to stay and watch a class in session. This can easily transition into a new student.

	New clients will observe a class from this area as they wait to sign paperwork.

	Most parents will not leave their child alone at an extracurricular activity.

	Most students enjoy bringing their friends and family to their rank advancement testing.

	This area helps to eliminate congestion in the school.

	With the proper setup of the viewing area young children will be restricted from interrupting the class in session.

	Parents will have the ability to help their children remember and practice the techniques taught in class.

	At times the instructor will need an extra hand and will call upon an audience member to step in. ( E.g. - They may ask a parent to hold boards during board breaks.)







	Provide a designated audience viewing area that is labeled.

	Post a set of clear rules for this area. A. No loud talking / laughing B. No running, climbing, or any other disruptive behavior C. Show respect for the students in class, instructors, and fellow audience members







Workout Area






	How to properly handle the transitions in flooring with the mats.

	What type of mats should be used and the difference in quality.

	How to maintain the cleanliness of the workout area.

	What is acceptable foot attire on the mats?

	What type of decor should adorn the workout area.

	What type of equipment should be housed in this area and how should it be stored.












Conclusion

	The outside and the inside of the business should be well structured with clear signage indicating what and who the business is designed for.

	The business design and its decor should be inviting and concentrated on a single theme to prevent messaging confusion.

	Information about the class times and cost of membership require transparency.

	Safety protocol must be followed at all times. Eliminate all tripping hazards and keep the school clean, clutter free, and well maintained.

	Provide designated storage areas for each specific area of the business.

	The design of the business, quality of instructors, and retail choices have the ability to generate increased revenue.

	A proper office is professional and will help facilitate and maintain business professionalism.

	The restroom is a reflection of your business and must be maintained with the highest standards.

	The audience viewing area is essential to maintain order in the school.

	The mats and workout area are the heart of the operation.The design, decor, and messaging in this area are of the utmost importance and require the highest standards in safety, cleanliness, and respect.
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