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The PT Business Automation Audit – Quick-
Start Guide

Identify What You Are Still Doing Manually (And Shouldn’t Be) in 10 Minutes

From FitFlow’s “Automate 80% of Your Personal Training Business” Guide

What Is in This Kit

You have 7 resources. Here is what each one does and when to use it:

# Resource What It Does When to Use

00 Quick-Start Guide (this

file)

Explains the audit structure, scoring, and

how to use the results

Read this first

01 Scheduling

Automation Audit

5 checklist items for scheduling and

rescheduling tasks

Audit your scheduling

workflow

02 Billing & Payments

Audit

5 checklist items for invoicing, payment

collection, and billing admin

Audit your billing workflow

03 Client Communication

Audit

5 checklist items for check-ins, reminders,

and client messaging

Audit your communication

workflow

04 Onboarding & Intake

Audit

4 checklist items for new client intake and

onboarding tasks

Audit your onboarding

workflow

05 Progress Tracking

Audit

3 checklist items for progress reports,

dashboards, and alerts

Audit your tracking

workflow

06 Bookkeeping & Admin

Audit

3 checklist items for accounting sync,

expenses, and tax prep

Audit your bookkeeping

workflow

How to Use This Audit

The 10-Minute Self-Assessment

This checklist is a diagnostic tool. For each of the 25 items, you will answer one question: “Am I

currently doing this manually?”
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Step 1: AUDIT (Resources 01-06)

   |

   +--> Work through each category in order

   |

   +--> For each item, check the box if you are doing it manually

   |     [ ] Manual -- I do this by hand, via text, or in a spreadsheet

   |     [A] Automated -- A system handles this without my intervention

   |     [P] Partially Automated -- Some automation, but I still intervene regularly

   |

   +--> Count ONLY the items marked [ ] Manual

   |

Step 2: SCORE (see Scoring Guide below)

   |

   +--> Add up your manual task count (0-25)

   |

   +--> Find your automation tier

   |

   +--> Read the recommended action plan for your tier

   |

Step 3: PRIORITIZE (see Priority Levels in each item)

   |

   +--> Start with items marked "Must" priority

   |

   +--> Within "Must" items, start with the easiest implementation difficulty

   |

   +--> Schedule your first automation for this weekend

Total time: 10 minutes for the full audit. 15 minutes if you calculate time savings.

Scoring Guide

After completing all 6 category audits, count the number of items you marked as Manual (not

Automated or Partially Automated).

Your Automation Score
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Manual

Task

Count

Automation

Tier
What It Means Recommended Action

0-8

manual

tasks

Mostly

Automated

Your business operations are

well-systematized. You are in

the top 20% of trainers for

operational efficiency.

Fine-tune: look for “Partially Automated”

items that could be fully automated.

Focus on the “Nice” priority items you

have been putting off. Consider scaling

your client capacity – your infrastructure

can likely handle more.

9-15

manual

tasks

Automation

Ready

You have some systems in

place but significant manual

work remains. You are likely

spending 8-12 hours per week

on tasks a system could handle.

Prioritize: identify the 3-5 “Must” priority

items you are still doing manually.

Implement them in order of easiest first.

The scheduling and billing categories

typically offer the fastest ROI. Target:

move 5-7 items from Manual to

Automated within 2 weeks.

16-25

manual

tasks

Urgent

Automation

Needed

Your business is running almost

entirely on manual effort. You

are likely spending 15-21 hours

per week on admin that could

be automated. At a $50-75/hour

effective rate, that is $3,000-

6,300/month in lost earning

capacity.

Weekend sprint: block one weekend and

implement the top 6 “Must” priority items

– scheduling automation, recurring billing,

automated reminders, intake forms,

check-in templates, and accounting sync.

These 6 alone will save you 8-12 hours

per week. Then tackle the remaining

items over the following 2 weeks.

Worked Example

Trainer: Marcus, 31, managing 28 in-person and online clients. Training for 4 years. Earning

$4,800/month. Working 50+ hours per week – about 15 of which are admin.

Marcus’s Audit Results
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Category
Items Marked

Manual

Items Marked

Automated

Items Marked

Partial

Scheduling (5 items) 3 1 1

Billing & Payments (5 items) 4 0 1

Client Communication (5

items)

4 0 1

Onboarding & Intake (4 items) 3 0 1

Progress Tracking (3 items) 2 0 1

Bookkeeping & Admin (3

items)

3 0 0

TOTAL 19 1 5

Marcus’s Score: 19 manual tasks = Urgent Automation Needed

Marcus’s Priority Plan:

1. This Saturday morning: Set up Calendly for self-service booking + automated reminders (Items

1-2). Time saved: 2-3 hrs/week.

2. This Saturday afternoon: Set up Stripe recurring billing for all 28 clients (Items 6-7). Time

saved: 2-3 hrs/week.

3. This Sunday morning: Create a Google Form intake workflow connected to his coaching

platform via Zapier (Items 16-17). Time saved: 1-2 hrs/week.

4. This Sunday afternoon: Set up templated weekly check-in messages in his coaching platform

(Item 11). Time saved: 2-3 hrs/week.

5. Next week: Connect Stripe to QuickBooks for automated bookkeeping (Item 23). Time saved: 1

hr/week.

Total estimated time saved: 8-12 hrs/week. At Marcus’s effective rate of $55/hr, that is $1,760-

2,640/month in recovered earning capacity.

Understanding Each Checklist Item

Every item across Resources 01-06 follows the same structure:
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Field What It Tells You

Task The specific administrative task being audited

Current Manual

Method

How most trainers do this task without automation – the behavior you are

checking yourself against

Automation

Solution

What the automated version looks like – the target state

Estimated Time

Saved

How many minutes or hours per week you reclaim by automating this one task

Recommended

Tool(s)

Specific tools with approximate monthly cost ranges

Implementation

Difficulty

Easy (under 1 hour setup), Medium (1-3 hours setup), or Hard (3+ hours or

requires integration work)

Priority Level Must (automate first – highest ROI), Should (automate second – meaningful time

savings), Nice (automate when you have capacity – incremental improvement)

After the Audit

Once you have your score and priority list:

1. Read the full automation playbook: Automate 80% of Your Personal Training Business – the

article this checklist was built from. It covers each of the 6 automation systems in depth with

tool comparisons, before/after metrics, and an implementation sequence.

2. Start with scheduling and billing: These two categories consistently deliver the highest ROI per

hour of setup time. Most trainers reclaim 4-6 hours per week from these two categories alone.

3. Use the “One Weekend” framework: Saturday morning (scheduling), Saturday afternoon

(billing), Sunday morning (onboarding), Sunday afternoon (communication). Total setup: 10-15

hours. Total weekly time saved: 8-15 hours.

4. Track your results: After 2 weeks of automation, re-run this audit. Your score should drop by 5-

8 points. If it does not, review the items you automated – some may need configuration

adjustments.

Related Resources
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The Hidden Cost of Admin Work – Quantifies what admin is costing you in dollars and lost

clients

Better Systems, Not More Clients – The systems-first philosophy behind this approach

Scale Your PT Business to 50+ Clients – The scaling playbook that builds on this automation

foundation

FitFlow Platform – Scheduling, check-ins, progress tracking, and program delivery from one

platform

Built by the FitFlow content team. Sources: Trainerize 2026 State of Industry Report, Everfit

Automation Case Studies, Zapier Fitness Automation Blog, ACSM 2026 Fitness Trends Survey. For

the full citation list, see the source article.
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Scheduling Automation Audit – Items 1-5

Category: Scheduling & Rescheduling Total Category Time at Stake: 3-5 hours per week (manual)

vs. 15-30 minutes per week (automated) Category Priority: HIGHEST ROI – automate this first

For each item, mark your current status:

[ ] Manual – I do this by hand

[A] Automated – A system handles this

[P] Partially Automated – Some automation, but I still intervene

Item 1: Client Booking & Session Scheduling

Your Status: [ ] Manual / [A] Automated / [P] Partial

Field Details

Task Scheduling new sessions, handling booking requests, and managing your calendar

availability

Current Manual

Method

Clients text, call, or DM you to book sessions. You check your calendar, propose

times, negotiate back and forth, then manually add the session to your calendar.

Often requires 3-5 messages per booking.

Automation

Solution

Self-service booking link (Calendly, Acuity, or in-platform scheduling) with real-

time availability. Clients select an open slot, the session is auto-confirmed, and it

appears on your calendar instantly. Zero messages required.

Estimated Time

Saved

45-90 min/week (at 20-30 clients)

Recommended

Tools

Calendly ($10-16/mo), Acuity Scheduling ($16-27/mo), Mindbody (included in

platform, $139+/mo), Trainerize (included in Pro plan, $25+/mo), FitFlow (included)

Implementation

Difficulty

Easy (30-60 min setup)

Priority Level Must

Why this matters: At 30 clients, manual scheduling generates 90-150 text messages per week just

for booking coordination. Each rescheduling event multiplies this by 2-3x. Self-service booking

eliminates 95% of these messages.
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Item 2: Automated Session Reminders

Your Status: [ ] Manual / [A] Automated / [P] Partial

Field Details

Task Sending reminders to clients before their scheduled sessions to reduce no-shows

Current Manual

Method

You send individual text messages or DMs the night before or morning of each

session. At 30 clients with 3-4 sessions each per week, that is 90-120 reminder

messages per week – each one composed and sent manually.

Automation

Solution

Automated reminder sequence: 24-hour email/SMS reminder + 2-hour push

notification. Sent automatically by your scheduling tool. No manual intervention.

Reduces no-show rate from 20-30% to under 5% (Trainerize 2026).

Estimated Time

Saved

30-60 min/week

Recommended

Tools

Calendly (built-in), Acuity (built-in), Mindbody (built-in), Trainerize (built-in),

FitFlow (built-in). All major scheduling tools include automated reminders.

Implementation

Difficulty

Easy (15 min setup – toggle on and configure timing)

Priority Level Must

Why this matters: The average no-show rate in the fitness industry is 20-30% (Trainerize 2026).

At $80/session and 30 clients, a 25% no-show rate costs $600/month in lost income. Automated

reminders with a cancellation policy link cut no-shows to under 5% – recovering $480+/month.

Item 3: Rescheduling & Cancellation Handling

Your Status: [ ] Manual / [A] Automated / [P] Partial
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Field Details

Task Processing client rescheduling requests, enforcing cancellation policies, and filling

gaps in your schedule

Current Manual

Method

Client texts “can’t make it tomorrow.” You check your calendar, propose

alternatives, negotiate, update the calendar, and try to fill the gap by texting other

clients or posting availability. Each rescheduling event takes 5-15 minutes of back-

and-forth.

Automation

Solution

Self-service rescheduling link with policy enforcement. Clients reschedule directly

through the booking tool, which enforces your cancellation window (e.g., 24-hour

policy). Late cancellations trigger automatic fee or credit deduction. Open slots are

offered to waitlisted clients automatically.

Estimated Time

Saved

30-60 min/week

Recommended

Tools

Acuity Scheduling ($16-27/mo, rescheduling + cancellation policy built-in), Calendly

($10-16/mo), Mindbody (waitlist management included), FitFlow (rescheduling +

waitlist included)

Implementation

Difficulty

Easy (30 min setup – configure cancellation window and policy)

Priority Level Must

Why this matters: Rescheduling is the single highest-friction point in the trainer-client relationship.

Every manual rescheduling interaction carries emotional labor – the awkward “can you make

Tuesday instead?” negotiation. Automating this removes the friction and the emotional tax.

Item 4: Calendar Sync Across Platforms

Your Status: [ ] Manual / [A] Automated / [P] Partial
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Field Details

Task Keeping your booking calendar, personal calendar, and coaching platform calendar

synchronized so you do not double-book or miss sessions

Current Manual

Method

You maintain 2-3 separate calendars (Google Calendar, coaching platform, and

booking tool) and manually cross-reference them before confirming any session.

Double-bookings happen 1-2 times per month, each requiring an apologetic

rescheduling conversation.

Automation

Solution

Two-way calendar sync between your scheduling tool and primary calendar

(Google Calendar, Apple Calendar, or Outlook). Any event on one calendar

automatically blocks time on the other. Personal events, client sessions, and

availability all live in one unified view.

Estimated Time

Saved

15-30 min/week (plus eliminated double-booking incidents)

Recommended

Tools

Calendly (native Google/Outlook sync), Acuity (native sync), Zapier (custom sync

between any two calendars, $19.99+/mo), FitFlow (native calendar sync)

Implementation

Difficulty

Easy (15 min setup – connect calendars and enable two-way sync)

Priority Level Should

Why this matters: Double-bookings are a professionalism problem. Every double-booking

requires an apology, a rescheduling conversation, and damages client trust. Calendar sync

eliminates this category of error entirely.

Item 5: Waitlist Management & Slot Filling

Your Status: [ ] Manual / [A] Automated / [P] Partial
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Field Details

Task Filling cancelled session slots with waitlisted clients or offering newly opened

availability

Current Manual

Method

When a client cancels, you mentally review who might want the slot, text 2-3

clients, and hope someone responds quickly. Often the slot goes unfilled because

the process is too slow or you forget.

Automation

Solution

Automated waitlist: clients opt in to receive notifications when their preferred time

slots open. When a cancellation occurs, waitlisted clients receive an instant

notification and can claim the slot on a first-come basis. No manual outreach

required.

Estimated Time

Saved

15-30 min/week (plus recovered revenue from filled slots)

Recommended

Tools

Mindbody (waitlist management built-in), Acuity (waitlist feature in premium tier,

$27+/mo), FitFlow (waitlist included), Calendly (limited waitlist in Teams plan,

$16+/mo)

Implementation

Difficulty

Medium (1-2 hours – configure waitlist preferences and notification templates)

Priority Level Should

Why this matters: An unfilled session slot is lost revenue you cannot recover. At $80/session,

filling even 2 extra cancelled slots per week is $640/month in recovered income. Automated

waitlists fill slots faster than any manual outreach because the notification reaches all eligible

clients simultaneously.

Category Summary: Scheduling
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Metric Before Automation After Automation

Weekly time on scheduling tasks 3-5 hrs 15-30 min

No-show rate 20-30% Under 5%

Rescheduling method Text/call back-and-forth Self-service link

Double-booking incidents 1-2 per month Zero

Monthly revenue lost to no-shows $480-720 Under $100

Cancelled slot fill rate 10-20% (manual) 60-80% (automated waitlist)

Total items in this category: 5 Count your Manual items: _____ / 5

Source data: Trainerize 2026 State of Personal Training Industry Report, Trainerize Automated

Billing data (no-show rate benchmarks). Tool pricing current as of April 2026.
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Billing & Payments Automation Audit – Items
6-10

Category: Billing & Payment Collection Total Category Time at Stake: 2-4 hours per week

(manual) vs. 15 minutes per week (automated) Category Priority: SECOND HIGHEST ROI –

automate immediately after scheduling

For each item, mark your current status:

[ ] Manual – I do this by hand

[A] Automated – A system handles this

[P] Partially Automated – Some automation, but I still intervene

Item 6: Recurring Subscription Billing

Your Status: [ ] Manual / [A] Automated / [P] Partial
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Field Details

Task Collecting monthly or weekly payments from ongoing clients on a predictable

schedule

Current Manual

Method

You send Venmo/Zelle requests, text clients reminders to pay, manually check your

bank account to confirm receipt, and follow up with clients who have not paid.

Some clients pay cash in person. You track who has paid and who has not in a

spreadsheet or in your head.

Automation

Solution

Recurring subscription via Stripe, Square, or integrated platform billing. Clients

enter payment details once. Charges process automatically on the same date each

month. Receipts are auto-generated. You see payment status in a dashboard – no

manual tracking.

Estimated Time

Saved

45-90 min/week

Recommended

Tools

Stripe ($0 monthly + 2.9% + $0.30 per transaction), Square ($0 monthly + 2.6% +

$0.10 per transaction), Trainerize Payments (integrated, 2.9% + $0.30), FitFlow

Billing (integrated), Mindbody Payments (integrated, platform subscription required)

Implementation

Difficulty

Easy (1-2 hours – set up payment processor, create subscription plans, onboard

existing clients)

Priority Level Must

Why this matters: “Billing needs to be automatic and boring,” as one trainer wrote on Reddit.

Every manual payment interaction carries emotional weight – the awkwardness of asking someone

you coach for money. Recurring billing removes the conversation entirely. Late payment rates drop

from 15-25% (manual) to under 3% (automated).

Item 7: Invoice Generation & Delivery

Your Status: [ ] Manual / [A] Automated / [P] Partial
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Field Details

Task Creating and sending invoices for sessions, packages, or custom services

Current Manual

Method

You create invoices in Word, Google Docs, or a note-taking app. You email or text

them to clients individually. You track which invoices are outstanding in a

spreadsheet. Some clients require specific invoice formats for insurance

reimbursement or corporate wellness programs.

Automation

Solution

Auto-generated invoices from your payment processor or accounting tool. Invoices

are created and delivered automatically when a charge processes, when a session

is completed, or on a recurring schedule. Clients receive professional invoices with

payment links. No manual creation or delivery.

Estimated Time

Saved

20-40 min/week

Recommended

Tools

Stripe (auto-generates invoices with every charge), FreshBooks ($17-55/mo,

invoice automation + recurring), Wave (free, invoice templates + tracking), Square

Invoices (free with Square account), FitFlow (auto-invoicing included)

Implementation

Difficulty

Easy (30 min – configure invoice template and auto-send rules)

Priority Level Must

Why this matters: Manual invoice creation is pure commodity work. The format is the same every

time. The data is the same every time. The only thing that changes is the client name and amount.

This is the definition of an automatable task.

Item 8: Late Payment Follow-Up

Your Status: [ ] Manual / [A] Automated / [P] Partial
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Field Details

Task Following up with clients whose payments are overdue or failed

Current Manual

Method

You notice (or do not notice) that a client has not paid. You compose an awkward

text or email: “Hey, just checking in on last month’s payment…” You wait. You follow

up again. The conversation is uncomfortable for both of you. Some trainers avoid

this conversation entirely and absorb the loss.

Automation

Solution

Automated dunning sequences: when a payment fails or is overdue, the system

sends a series of professional, impersonal reminders (Day 1: “Your payment did not

process – please update your card.” Day 3: follow-up. Day 7: final notice). No

personal text from you. The system handles the uncomfortable conversation.

Estimated Time

Saved

15-30 min/week

Recommended

Tools

Stripe (built-in Smart Retries + dunning emails), Square (automated payment

reminders), FreshBooks (automated late payment reminders), FitFlow (dunning

sequence included)

Implementation

Difficulty

Easy (15 min – enable dunning in your payment processor settings)

Priority Level Must

Why this matters: Late payment follow-up is the task trainers avoid most. Stripe’s Smart Retry

feature alone recovers 14% of failed payments automatically without any human intervention. The

remaining overdue payments get automated reminder sequences – professional, consistent, and

completely impersonal. Your client relationship stays focused on coaching, not money.

Item 9: Failed Payment Retry Logic

Your Status: [ ] Manual / [A] Automated / [P] Partial
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Field Details

Task Retrying failed credit card charges due to expired cards, insufficient funds, or

temporary bank holds

Current Manual

Method

You see a failed charge in your Venmo/Zelle/bank app. You text the client: “Hey,

your payment didn’t go through – can you send it again?” The client says they will,

and sometimes they do. You follow up 3 days later. This cycle repeats for every

failed payment.

Automation

Solution

Automatic retry logic: when a charge fails, the system retries at optimized intervals

(e.g., Day 1, Day 3, Day 5) using machine learning to pick the time of day and day of

week most likely to succeed. If all retries fail, the system sends an automated card

update request to the client.

Estimated Time

Saved

10-20 min/week

Recommended

Tools

Stripe Smart Retries (included, ML-powered optimal retry timing), Square (built-in

retry, 2 attempts), GoCardless ($0 monthly + per-transaction, specialized in

recurring payment recovery), FitFlow (retry logic included)

Implementation

Difficulty

Easy (5 min – enable in payment processor settings; most have it on by default)

Priority Level Should

Why this matters: Stripe reports that Smart Retries recover an average of 14% of failed payments

without any human action. For a trainer earning $5,000/month, that is $700/year in revenue that

would have been lost to expired cards and temporary bank holds – recovered automatically.

Item 10: Subscription Pause & Cancellation Handling

Your Status: [ ] Manual / [A] Automated / [P] Partial
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Field Details

Task Processing client requests to pause their subscription (vacation, injury, schedule

change) or cancel entirely

Current Manual

Method

Client texts “I need to pause for two weeks” or “I need to cancel.” You acknowledge,

manually adjust their billing (if you remember), send a pro-rated refund or credit,

update your spreadsheet, and – if it is a cancellation – try to have a retention

conversation over text. If it is a pause, you set a personal reminder to reactivate

them.

Automation

Solution

Self-service pause/cancel portal with built-in retention. Clients can pause their

subscription for a set period (auto-reactivation on the resume date) or cancel (with

an optional retention offer – e.g., “Pause for 30 days instead?”). Pro-rated credits

calculated automatically. Reactivation sequences sent automatically when the

pause period ends.

Estimated Time

Saved

10-20 min/week

Recommended

Tools

Stripe Customer Portal (free with Stripe, self-service pause/cancel), Chargebee

($249+/mo, subscription management – better for larger operations), FitFlow

(pause/cancel with retention flow included)

Implementation

Difficulty

Medium (1-2 hours – configure pause options, retention offers, and reactivation

sequences)

Priority Level Nice

Why this matters: Manual cancellation handling has two failure modes. First, you forget to pause

the billing and the client gets charged during their pause – creating a trust-damaging refund

situation. Second, you forget to reactivate after the pause – losing revenue. Automated

pause/cancel eliminates both failure modes and adds a retention opportunity (the “pause instead

of cancel?” prompt) that you would never remember to offer manually.

Category Summary: Billing & Payments
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Metric Before Automation After Automation

Weekly time on billing tasks 2-4 hrs 15 min (exception handling only)

Late payment rate 15-25% Under 3%

Awkward payment conversations Weekly Never

Revenue collection rate 85-90% 97-99%

Failed payment recovery Manual (most lost) 14% auto-recovered (Stripe Smart Retries)

Invoice creation method Manual per client Auto-generated with every charge

Total items in this category: 5 Count your Manual items: _____ / 5

Source data: Trainerize 2026 Automated Billing benchmarks, Stripe Smart Retry recovery rates,

Reddit r/personaltraining community insights. Tool pricing current as of April 2026.
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Client Communication Automation Audit –
Items 11-15

Category: Client Communication & Check-Ins Total Category Time at Stake: 3-5 hours per week

(manual) vs. 30-60 minutes per week (automated) Category Priority: HIGH – automate after

scheduling and billing

For each item, mark your current status:

[ ] Manual – I do this by hand

[A] Automated – A system handles this

[P] Partially Automated – Some automation, but I still intervene

Item 11: Weekly Client Check-In Messages

Your Status: [ ] Manual / [A] Automated / [P] Partial
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Field Details

Task Sending weekly check-in messages to clients asking about their progress, recovery,

adherence, and any concerns

Current Manual

Method

You compose individual messages to each client: “Hey [name], how did your

workouts feel this week? Any pain? How’s sleep and nutrition?” At 30 clients, that is

30 unique messages – even though 80% of the content is identical. You send them

via text, WhatsApp, Instagram DM, or email depending on the client’s preference.

Then you process 30 individual responses.

Automation

Solution

Automated check-in prompts sent on a scheduled cadence (e.g., every Sunday at 6

PM). Clients receive a standardized check-in form or message with structured

questions (workout adherence, energy level 1-10, sleep quality 1-10, pain/discomfort,

notes). Responses are collected in a dashboard for batch review – not 30 separate

text threads.

Estimated Time

Saved

60-120 min/week

Recommended

Tools

Trainerize (built-in check-in templates, $25+/mo), FitFlow (automated check-in

sequences included), Everfit (check-in automation, $19+/mo), Google Forms +

Zapier ($19.99+/mo for Zapier, free for Forms – manual integration), Typeform

($25+/mo)

Implementation

Difficulty

Medium (1-2 hours – create check-in template, set schedule, configure notification

preferences)

Priority Level Must

Why this matters: At 30 clients, personalized weekly check-ins take 3-5 hours. At 50 clients, 5-8

hours. The math breaks. But 70-80% of check-in communication is templated – the questions are

the same every week. Only the responses require your attention. Automation sends the questions.

You review the answers in batch.

Item 12: Session Reminders & Preparation Messages

Your Status: [ ] Manual / [A] Automated / [P] Partial
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Field Details

Task Sending pre-session messages that remind clients what to bring, what they will be

working on, or any preparation notes

Current Manual

Method

Before each session, you text the client: “Tomorrow we’re hitting legs – bring your

lifting shoes and your knee sleeves.” You do this individually for each client, often

while coaching another client or commuting between sessions.

Automation

Solution

Automated pre-session messages triggered by the calendar event. The message

includes the session focus (pulled from the program), any equipment needs, and

arrival reminders. Sent 12-24 hours before the session automatically.

Estimated Time

Saved

20-40 min/week

Recommended

Tools

Trainerize (session preview notifications built-in), FitFlow (pre-session messages

included), Acuity (custom reminder messages), Calendly (custom email reminders

with session-specific notes)

Implementation

Difficulty

Easy (30 min – create message templates and attach to session types)

Priority Level Should

Why this matters: Pre-session messages improve session quality (clients arrive prepared) and

reduce the “what are we doing today?” conversations that eat into session time. The message

content is predictable and repeatable – a clear automation candidate.

Item 13: Milestone & Achievement Notifications

Your Status: [ ] Manual / [A] Automated / [P] Partial
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Field Details

Task Recognizing and communicating client achievements – personal records, workout

streaks, body composition targets, consistency milestones

Current Manual

Method

You manually notice a client hit a PR or completed 10 consecutive weeks of training.

You compose a congratulatory message. In practice, you catch maybe 30-40% of

milestones because you are tracking everything in your head or a spreadsheet.

Many achievements go unacknowledged.

Automation

Solution

Automated milestone detection and notifications. The coaching platform monitors

workout logs, body metrics, and session attendance. When a client hits a PR,

completes a streak, or reaches a measurement target, the system sends an

automated congratulatory message (which you can customize) and flags it in your

trainer dashboard.

Estimated Time

Saved

15-30 min/week (plus improved client experience from catching 100% of milestones

instead of 30-40%)

Recommended

Tools

FitFlow (automated milestone notifications included), Trainerize (achievement

badges + notifications), Everfit (progress milestone alerts), custom Zapier workflow

(trigger from data source, $19.99+/mo)

Implementation

Difficulty

Medium (1-2 hours – define milestone thresholds and customize notification

messages)

Priority Level Should

Why this matters: Client retention is directly correlated with recognition. The client whose 10th

consecutive week goes unacknowledged feels invisible. The client who gets an instant “New PR

on deadlift! 140 kg – up 5 kg from last month” feels seen. Automation catches every milestone, not

just the ones you happen to notice.

Item 14: Re-Engagement Sequences for Inactive Clients

Your Status: [ ] Manual / [A] Automated / [P] Partial
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Field Details

Task Reaching out to clients who have missed 2+ sessions, stopped logging workouts, or

gone quiet

Current Manual

Method

You notice (eventually) that a client has not shown up or logged anything in a week

or two. You compose a text: “Hey, haven’t seen you in a while – everything okay?”

The timing is inconsistent – sometimes you catch it at 3 days, sometimes at 3 weeks.

Some clients slip through entirely and you do not realize they have disengaged until

they cancel.

Automation

Solution

Automated re-engagement trigger: when a client misses 2+ scheduled sessions or

has not logged a workout in 7+ days, the system sends a well-timed, empathetic

nudge. Escalation sequence: Day 3 (gentle check-in), Day 7 (direct “we noticed

you’ve been away”), Day 14 (trainer-personalized message flagged for your review).

The client who ghosts does not need a guilt trip – they need a consistent, empathetic

nudge that your system sends while you are coaching someone else.

Estimated Time

Saved

15-30 min/week (plus reduced client churn from catching disengagement early)

Recommended

Tools

Trainerize (automated inactivity alerts + re-engagement messages), FitFlow (re-

engagement sequences included), Everfit (client activity monitoring),

Mailchimp/ActiveCampaign (custom re-engagement email automation, $13-49+/mo)

Implementation

Difficulty

Medium (1-2 hours – define inactivity thresholds, create message templates, set

escalation timeline)

Priority Level Must

Why this matters: Client churn is the most expensive problem in personal training. Acquiring a

new client costs 5-7x more than retaining an existing one. Most clients do not leave because they

are unhappy – they leave because disengagement goes unnoticed. Automated re-engagement

catches every disengaging client at Day 3, not Day 21.

Item 15: Post-Session Follow-Up & Feedback Collection

Your Status: [ ] Manual / [A] Automated / [P] Partial
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Field Details

Task Sending post-session follow-up messages, collecting session feedback, and

gathering data for program adjustments

Current Manual

Method

After a session, you may or may not text the client: “Great session today – how are

you feeling?” You rarely collect structured feedback. Program adjustments are

based on in-session observation and memory, not systematic data collection.

Automation

Solution

Automated post-session survey sent 2-4 hours after each session. Short form (3-5

questions): session difficulty 1-10, energy level, any pain/discomfort, notes.

Responses feed into the client’s progress dashboard and inform program

adjustments. Trainer receives a summary notification only if a response flags a

concern (pain reported, difficulty rated 1-3).

Estimated Time

Saved

15-20 min/week

Recommended

Tools

Trainerize (post-session feedback built-in), FitFlow (automated session surveys

included), Google Forms + Zapier (custom workflow, $19.99+/mo for Zapier),

Typeform ($25+/mo)

Implementation

Difficulty

Medium (1-2 hours – create survey template, set trigger timing, configure alert

thresholds)

Priority Level Nice

Why this matters: Structured post-session data is the foundation of evidence-based program

adjustments. Without it, your programming decisions rely on memory and observation. With it, you

have a data trail that shows trends over time – enabling earlier intervention when a client’s

experience is declining.

Category Summary: Client Communication
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Metric Before Automation After Automation

Weekly time on client

communication

3-5 hrs 30-60 min (reviewing responses

only)

Check-in delivery method Individual texts to each client Batch-sent automated prompts

Milestone recognition rate 30-40% (manual

observation)

100% (automated detection)

Disengagement detection speed 1-3 weeks (inconsistent) 3 days (automated trigger)

Client response collection Scattered across text, email,

DM

Centralized dashboard

Total items in this category: 5 Count your Manual items: _____ / 5

Source data: Trainerize 2026 State of Industry Report (48% hybrid coaching, 64% AI tool usage),

Everfit automation case studies. Tool pricing current as of April 2026.
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Client Onboarding & Intake Automation Audit
– Items 16-19

Category: Client Onboarding & Intake Total Category Time at Stake: 1-3 hours per week (manual)

vs. 0 minutes per week (automated) Category Priority: MEDIUM – automate after scheduling,

billing, and communication

For each item, mark your current status:

[ ] Manual – I do this by hand

[A] Automated – A system handles this

[P] Partially Automated – Some automation, but I still intervene

Item 16: Intake Form & Health History Collection

Your Status: [ ] Manual / [A] Automated / [P] Partial
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Field Details

Task Collecting new client information – contact details, health history, injury history,

current medications, training experience, goals, availability, and preferences

Current Manual

Method

You hand the client a paper form or email them a PDF. They fill it out (sometimes

incompletely). You re-type the information into your spreadsheet, coaching

platform, or notebook. Or you conduct a verbal intake during the first session –

which uses 15-20 minutes of paid session time for data collection instead of

coaching.

Automation

Solution

Digital intake form (Google Forms, Typeform, or in-platform forms) sent

automatically when a new client books their first session or signs up. Form

responses auto-populate the client profile in your coaching platform. Health history,

goals, availability, and preferences are all captured before the first session – so the

first session is coaching, not paperwork.

Estimated Time

Saved

15-30 min per new client (at 2-4 new clients/month: 30-120 min/month)

Recommended

Tools

Google Forms (free), Typeform ($25+/mo, more polished UX), JotForm ($34+/mo),

Trainerize (built-in intake forms), FitFlow (intake forms with auto-profile creation

included)

Implementation

Difficulty

Easy (1 hour – create form template with all required fields, set up auto-send trigger)

Priority Level Must

Why this matters: Manual intake wastes the most valuable moment in the client relationship – the

first session. A first session spent filling out forms instead of coaching sets a poor precedent.

Digital intake moves data collection to pre-session, so the first session is 100% coaching. Rachel

Henly used automated onboarding to achieve 10x client growth (Everfit 2026).

Item 17: Welcome Email & Onboarding Sequence

Your Status: [ ] Manual / [A] Automated / [P] Partial
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Field Details

Task Sending new clients a welcome message with setup instructions, app access,

expectations, policies, and first-week preparation

Current Manual

Method

You compose a welcome text or email for each new client. The content is 90%

identical every time – download the app, here’s your schedule, here’s the

cancellation policy, here’s what to expect in your first week. You send it manually,

often forgetting one or two items, and the client texts back with questions you could

have preempted.

Automation

Solution

Automated welcome email sequence triggered by signup or first payment. Day 0:

Welcome + app setup instructions + policy summary. Day 1: Program overview +

first-week schedule. Day 3: First check-in (“How’s the app working? Any

questions?”). Day 7: Feedback request. The sequence runs without your

involvement. Every client gets the same thorough onboarding.

Estimated Time

Saved

15-30 min per new client

Recommended

Tools

Mailchimp ($13+/mo, email automation), ActiveCampaign ($29+/mo, advanced

sequences), Trainerize (built-in welcome messages), FitFlow (onboarding sequence

included), Zapier + any email tool ($19.99+/mo)

Implementation

Difficulty

Medium (2-3 hours – write sequence content, set timing triggers, test the flow)

Priority Level Must

Why this matters: Inconsistent onboarding creates inconsistent client experiences. The client who

gets a thorough welcome sequence with app setup, policies, and expectations starts strong. The

client who gets a hasty “welcome, see you Tuesday” text starts confused. Automated sequences

guarantee consistency regardless of how busy your week is.

Item 18: Payment Setup & First Charge Processing

Your Status: [ ] Manual / [A] Automated / [P] Partial
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Field Details

Task Setting up payment details for new clients and processing the first charge

Current Manual

Method

You discuss pricing verbally or via text. You send a payment link or ask for

cash/Venmo. You manually create the client in your payment processor, set up their

subscription, and verify the first charge processed. If they choose a package, you

calculate the pro-rated amount and create a custom invoice.

Automation

Solution

Payment setup integrated into the intake flow. After completing the intake form, the

client is directed to a payment page where they select their plan (monthly

subscription, package, or per-session) and enter payment details. First charge

processes automatically. Subscription is created. Receipt is sent. No manual

intervention.

Estimated Time

Saved

10-20 min per new client

Recommended

Tools

Stripe Checkout ($0 monthly + per-transaction fee), Square Online Checkout (free

with Square), Trainerize Payments (integrated), FitFlow (intake-to-payment flow

included), Zapier (connect intake form to Stripe, $19.99+/mo)

Implementation

Difficulty

Medium (1-2 hours – create payment page, link to intake flow, test end-to-end)

Priority Level Should

Why this matters: Manual payment setup introduces friction at the most critical conversion

moment. A new client who just committed to training should not have to wait for you to manually

create their subscription. The automated flow captures the payment while intent is highest – no

delay, no dropped balls.

Item 19: Platform Access & App Provisioning

Your Status: [ ] Manual / [A] Automated / [P] Partial
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Field Details

Task Setting up new clients on your coaching platform – creating their account, assigning

their program, granting app access

Current Manual

Method

After a client signs up, you log into your coaching platform, manually create their

profile, assign their training program, set their schedule, and text them the app

download link and login credentials. If you use multiple tools (coaching platform,

scheduling, billing), you repeat this process in each one.

Automation

Solution

No-code workflow (Zapier or native integrations) that triggers when a client

completes intake + payment. Zapier automatically creates the client profile in your

coaching platform, assigns the appropriate program template, sends app access

credentials, and adds them to the correct communication groups. One form

submission triggers everything. Zero manual steps.

Estimated Time

Saved

10-20 min per new client

Recommended

Tools

Zapier ($19.99+/mo, connects intake form to coaching platform to payment

processor), Make.com ($9+/mo, alternative to Zapier), Trainerize (native intake-to-

platform flow), FitFlow (end-to-end onboarding automation included)

Implementation

Difficulty

Hard (3-4 hours first-time setup – requires connecting multiple tools via

Zapier/Make, testing the workflow, handling edge cases)

Priority Level Should

Why this matters: “A single Zapier Zap connects your intake form to your coaching platform,

payment processor, and email system. When a client fills out the Google Form, they’re

automatically created in Trainerize, charged via Stripe, and sent a Mailchimp welcome sequence.

Zero manual steps” (Zapier Fitness Automation Blog). You do not need to be a tech person –

Zapier named Trainerize a top-25 fastest-growing integration app. The fitness-specific templates

are pre-built. Setup takes an afternoon, not a software engineering degree.

Category Summary: Client Onboarding & Intake
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Metric Before Automation After Automation

Time per new client

onboarding

45-90 min 0 min (fully automated)

Data collection method Paper forms, verbal intake, or

emailed PDFs

Digital form auto-populated to

client profile

Welcome sequence

consistency

Variable (depends on trainer’s

availability)

100% consistent (automated

sequence)

Time from signup to first

session

2-5 days (manual setup delays) Same day (automated provisioning)

Manual steps per new

client

8-12 0

Total items in this category: 4 Count your Manual items: _____ / 4

Source data: Everfit Automation Case Studies (Rachel Henly 10x growth, Boulay Fit 2x revenue,

Alinea Performance 50% admin reduction), Zapier Fitness Automation Blog. Tool pricing current as

of April 2026.
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Progress Tracking Automation Audit – Items
20-22

Category: Progress Tracking & Reporting Total Category Time at Stake: 1-2 hours per week

(manual) vs. 10-15 minutes per week (automated) Category Priority: MEDIUM-LOW – automate

after core operations (scheduling, billing, communication, onboarding)

For each item, mark your current status:

[ ] Manual – I do this by hand

[A] Automated – A system handles this

[P] Partially Automated – Some automation, but I still intervene

Item 20: Weekly/Monthly Client Progress Reports

Your Status: [ ] Manual / [A] Automated / [P] Partial
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Field Details

Task Compiling and sending progress reports to clients showing their key metrics, trends,

and achievements over the past week or month

Current Manual

Method

You pull data from your spreadsheet, training log, or coaching platform. You

manually compile each client’s numbers: weight changes, strength progressions,

session attendance, body measurements. You format this into a text, email, or PDF

and send it individually. At 30 clients, this takes 1-2 hours weekly. At 50 clients, 3-4

hours.

Automation

Solution

Automated progress summaries generated from data already logged in your

coaching platform. The system compiles workout completion rates, performance

trends (PRs, volume progression), body measurement changes, and habit

compliance into a formatted report. Reports are sent to clients automatically on a

weekly or monthly cadence. You review only flagged reports (declining metrics,

missed targets).

Estimated Time

Saved

30-60 min/week

Recommended

Tools

FitFlow (automated client progress reports included), Trainerize (progress

dashboard with client-facing view), Everfit (progress reporting automation),

TrueCoach ($19+/mo, automated progress snapshots)

Implementation

Difficulty

Medium (1-2 hours – configure report template, select metrics to include, set

delivery cadence)

Priority Level Should

Why this matters: The data for progress reports already exists in your coaching platform – logged

workouts, completed sets, body measurements, habit check-ins. The system already has the data.

It just needs permission to compile it. Manual compilation is redundant work: you are re-

processing information that a system has already captured.

Item 21: Real-Time Client Dashboards

Your Status: [ ] Manual / [A] Automated / [P] Partial
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Field Details

Task Maintaining a current, at-a-glance view of each client’s status – adherence,

performance trends, upcoming sessions, program phase

Current Manual

Method

You rely on memory, notes, and pre-session spreadsheet reviews to recall where

each client stands. Before each session, you spend 3-5 minutes reviewing notes and

logs. Information is scattered across text threads, spreadsheets, and training logs. At

30+ clients, you cannot hold all this context in your head.

Automation

Solution

Real-time client dashboard that aggregates all data points into a single view: last

workout date, current program phase, adherence rate, performance trend

(improving/plateauing/declining), next scheduled session, and any flagged

concerns. Updated automatically as clients log workouts and complete check-ins.

No manual data entry or compilation.

Estimated Time

Saved

15-30 min/week (from eliminated pre-session review + faster decision-making)

Recommended

Tools

FitFlow (trainer dashboard with per-client status cards included), Trainerize (client

overview dashboard), TrueCoach (client activity feed), Everfit (trainer dashboard)

Implementation

Difficulty

Easy (included in platform – minimal configuration needed beyond selecting which

metrics to display)

Priority Level Should

Why this matters: A dashboard does not just save time – it changes how you make coaching

decisions. Without a dashboard, you react to what you remember. With a dashboard, you see

patterns across your entire roster: which clients are plateauing, which are declining in adherence,

which are ready for a program update. The view shift from per-client memory to roster-wide

visibility is the operational foundation of scaling.

Item 22: Trainer Alert Systems for Declining Metrics

Your Status: [ ] Manual / [A] Automated / [P] Partial
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Field Details

Task Detecting when a client’s metrics are declining – missed sessions increasing,

performance plateauing, body composition trending unfavorably, subjective well-

being scores dropping

Current Manual

Method

You rely on noticing. If a client seems off during a session, you investigate. If they

are an online client, you might not notice a decline for 2-3 weeks because you are

not reviewing their data proactively. Declining metrics are caught late – after the

client has already disengaged or become frustrated.

Automation

Solution

Automated alert system: the coaching platform monitors key client metrics against

defined thresholds. When a client misses 2+ sessions in a week, when performance

has not improved in 3+ weeks, when body measurement trends reverse, or when

subjective readiness scores drop below a threshold, the trainer receives an

immediate alert with a summary of the flagged metrics. Early detection enables

proactive intervention.

Estimated Time

Saved

10-15 min/week (plus significantly improved client outcomes from early intervention)

Recommended

Tools

FitFlow (automated trainer alerts for declining metrics included), Trainerize (basic

client activity alerts), custom Zapier workflow (trigger alerts from data thresholds,

$19.99+/mo)

Implementation

Difficulty

Medium (1-2 hours – define alert thresholds for each metric, configure notification

preferences, set up escalation rules)

Priority Level Nice

Why this matters: The difference between a client who stays and a client who leaves is often a 2-

week window. If you catch declining engagement at Day 3, you can intervene with a conversation,

a program adjustment, or a schedule change. If you catch it at Day 21, the client has already

mentally checked out. Automated alerts give you the 2-week advantage that manual observation

cannot.

Category Summary: Progress Tracking
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Metric Before Automation After Automation

Weekly time on progress

tracking

1-2 hrs 10-15 min (reviewing flagged alerts

only)

Progress report compilation Manual per client (1-2 hrs at 30

clients)

Auto-generated from logged data

Roster-wide visibility Memory-based, per-client Real-time dashboard, full roster

Declining metric detection 2-3 weeks (reactive) 3-7 days (proactive, automated

alerts)

Pre-session preparation time 3-5 min per client (memory/notes) 30 sec per client (dashboard

glance)

Total items in this category: 3 Count your Manual items: _____ / 3

Source data: FitFlow internal operational metrics, Trainerize platform feature documentation. Tool

pricing current as of April 2026.
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Bookkeeping & Admin Automation Audit –
Items 23-25

Category: Bookkeeping & Tax Prep Total Category Time at Stake: 1-2 hours per week (manual)

vs. 15 minutes per week (automated) Category Priority: LOWEST URGENCY – automate last, but

do automate (saves 20+ hours at tax time)

For each item, mark your current status:

[ ] Manual – I do this by hand

[A] Automated – A system handles this

[P] Partially Automated – Some automation, but I still intervene

Item 23: Payment-to-Accounting Sync

Your Status: [ ] Manual / [A] Automated / [P] Partial

PT BUSINESS AUTOMATION AUDIT

fitflow.digital  ·  Built by the FitFlow content team Page 40 of 45

https://fitflow.digital/


Field Details

Task Recording all client payments, transaction fees, refunds, and payouts in your

accounting system for income tracking and tax reporting

Current Manual

Method

You manually enter each payment into a spreadsheet or accounting tool. At the end

of each month, you reconcile your bank statements against your payment records.

You categorize income by type (session fees, package sales, online coaching). At

tax time, you spend 10-20 hours reconstructing a year of income from fragmented

records – bank statements, Venmo history, cash payment memory, and half-

completed spreadsheets.

Automation

Solution

Direct sync between your payment processor (Stripe, Square) and your accounting

tool (QuickBooks Self-Employed, Wave, FreshBooks). Every transaction – charges,

fees, refunds, payouts – auto-categorizes and appears in your accounting system in

real time. Monthly reconciliation takes 5 minutes of review instead of an hour of data

entry. Tax time preparation drops from 20 hours to 2 hours.

Estimated Time

Saved

20-40 min/week (plus 15-18 hours saved at tax time annually)

Recommended

Tools

QuickBooks Self-Employed ($15-25/mo, Stripe/Square sync built-in), Wave (free,

Stripe integration), FreshBooks ($17-55/mo, payment processor sync), Xero ($13-

70/mo, advanced accounting with Stripe/Square integration), FitFlow (payment data

export for accounting tools included)

Implementation

Difficulty

Easy (30-60 min – connect payment processor to accounting tool, set category

rules, verify sync)

Priority Level Must

Why this matters: Bookkeeping is the task trainers most consistently push to the bottom of the list

– until tax season arrives and they spend 20 hours reconstructing a year of income and expenses.

The fix: connect your payment processor to an accounting tool once. Then forget about it. Every

transaction categorized automatically, every month reconciled in minutes.

Item 24: Business Expense Tracking

Your Status: [ ] Manual / [A] Automated / [P] Partial
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Field Details

Task Tracking business expenses – equipment purchases, continuing education, software

subscriptions, travel, insurance, marketing costs, gym rent or facility fees

Current Manual

Method

You use personal and business accounts interchangeably. You save some receipts

and lose others. At tax time, you scroll through 12 months of bank statements trying

to identify which charges were business-related. You miss deductions because you

cannot find receipts or do not remember which purchases were business expenses.

Automation

Solution

Dedicated business account or card with auto-categorization. All business expenses

flow through one account and sync to your accounting tool automatically. Photo

receipt capture via the accounting app (snap a picture, the receipt is attached to the

transaction). Categories are pre-set for personal training expenses: equipment,

education, software, travel, insurance, facility.

Estimated Time

Saved

10-20 min/week (plus 5-10 hours saved at tax time annually and recovered tax

deductions)

Recommended

Tools

QuickBooks Self-Employed ($15-25/mo, receipt capture + mileage tracking), Wave

(free, receipt scanning), Expensify ($5-9/mo per user, receipt capture +

categorization), Relay (free business banking with accounting tool sync), Mercury

(free business banking for startups/independents)

Implementation

Difficulty

Easy (1 hour – open dedicated business account, download accounting app, set up

expense categories)

Priority Level Should

Why this matters: The average independent trainer misses $2,000-5,000 in annual tax deductions

due to poor expense tracking (IRS audit data for self-employed individuals). A dedicated business

card with auto-categorization captures every deductible expense without effort. The 1 hour of

setup pays for itself in the first tax season.

Item 25: Quarterly Estimated Tax Calculations

Your Status: [ ] Manual / [A] Automated / [P] Partial
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Field Details

Task Calculating and filing quarterly estimated tax payments (required for self-employed

individuals earning above the IRS threshold)

Current Manual

Method

You either ignore quarterly estimates entirely (and face underpayment penalties at

tax time), calculate them manually from fragmented income records (inaccurate), or

pay an accountant $200-500/quarter to calculate them for you. Most trainers

default to the first option and get surprised by a large tax bill in April.

Automation

Solution

Auto-generated quarterly tax estimates from your accounting tool. Based on your

year-to-date income (already synced from your payment processor) and your

expense deductions (already categorized), the tool calculates your estimated

quarterly tax payment and sends you a reminder before each quarterly deadline

(April 15, June 15, September 15, January 15). Some tools file the payment directly.

Estimated Time

Saved

5-10 min/week (averaged across the year; eliminates the 4-8 hours of quarterly

panic plus potential underpayment penalties)

Recommended

Tools

QuickBooks Self-Employed ($15-25/mo, quarterly tax estimates + filing reminders),

TurboTax Self-Employed ($129/yr, tax estimation from income data), Wave + manual

calculation (free – Wave provides income data, you calculate using IRS Form 1040-

ES), FreshBooks ($17-55/mo, tax estimate feature in higher tiers)

Implementation

Difficulty

Medium (1-2 hours – configure tax settings, verify income category mapping, set up

payment reminders)

Priority Level Nice

Why this matters: IRS expanded digital filing requirements in 2026. Underpayment penalties for

quarterly estimates can add 3-8% to your tax bill. Automated tax estimation eliminates the surprise

and the penalty. Your bookkeeping should take 15 minutes a week, not 2 hours – and you should

never be surprised by your tax bill again.

Category Summary: Bookkeeping & Admin
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Metric Before Automation After Automation

Weekly time on bookkeeping 1-2 hrs 15 min (review only)

Tax preparation time (annual) 15-20 hrs 2-3 hrs

Missed tax deductions $2,000-5,000/yr (estimated) Near-zero (auto-categorized

expenses)

Quarterly tax estimate

method

Ignored or manual

calculation

Auto-generated from income data

Monthly reconciliation 1-2 hrs manual data entry 5 min review of auto-synced data

Total items in this category: 3 Count your Manual items: _____ / 3

Final Audit Tally

Now total your Manual items across all 6 categories:

Category Your Manual Count

Scheduling (Items 1-5) _____ / 5

Billing & Payments (Items 6-10) _____ / 5

Client Communication (Items 11-15) _____ / 5

Onboarding & Intake (Items 16-19) _____ / 4

Progress Tracking (Items 20-22) _____ / 3

Bookkeeping & Admin (Items 23-25) _____ / 3

TOTAL _____ / 25

Your Score
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Manual

Task Count
Automation Tier Action

0-8 Mostly

Automated

Fine-tune your existing automations. Focus on “Nice” priority items.

9-15 Automation

Ready

Implement the top 3-5 “Must” items this week. Start with scheduling

and billing.

16-25 Urgent

Automation

Needed

Block a weekend. Implement the 6 “Must” items: booking link,

reminders, recurring billing, late payment automation, check-in

templates, and accounting sync.

Estimated Weekly Hours Reclaimed

Your Score Estimated Hours Saved/Week Monthly Value (at $60/hr)

16-25 manual tasks 10-16 hrs/week $2,400-3,840/mo

9-15 manual tasks 5-10 hrs/week $1,200-2,400/mo

0-8 manual tasks 1-4 hrs/week $240-960/mo

Next step: Read the full automation playbook at fitflow.digital/blog/automate-80-percent-

personal-training-business for implementation guides, tool comparisons, and the “One Weekend”

setup framework.

Source data: IRS self-employment filing requirements (2026 update), QuickBooks small business

accounting benchmarks, FitFlow internal operational metrics. Tool pricing current as of April 2026.
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